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Abstract
Research in telework has primarily focused on the study of teleworkers or on the comparison
between teleworkers and non-teleworkers. For this reason, leader behaviors in the telework
context has been a relatively neglected area of study. This study emphasizes the lack of career
advancement within the telework arena that has contributed to higher turnover intentions and a
reluctancy to participate in telework programs. This research specifically explores leader
behaviors and strategies that support career advancement for teleworkers within Denver,
Colorado. The findings indicate that leaders are more intentional about communication with
teleworkers than with non-teleworkers. Physical distance creates many challenges in which
effective and intentional communication are instrumental in overcoming. Additionally, the study
findings showed that leaders employ a performance-based approach to monitoring and
evaluating teleworkers and maintaining flexibility in one’s leadership style. These behaviors
enhance leader-follower relationships within the telework environment. Leader behaviors,
including intentional communication, performance-based monitoring and evaluation, flexibility,
and relationship building, supported teleworkers in achieving career advancement.
Keywords: leadership behaviors, leadership strategies, career advancement, telework,
communication, performance-based, flexibility, relationship building
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Section 1: Foundation of the Study
Telework is a broad term used to describe the use of information and communication
technology (ICT) to conduct work away from the central office (Gajendran & Harrison, 2007).
Telework practices incorporate multiple elements including various work locations, reliance
upon communication technology, contractual relationships between the employee and the
organization, and locational time allocation including the portion of the time work is conducted
in an alternative work location (Peters et al., 2016).
Organizations often implement telework into the work structure to attract, motivate, and
retain highly skilled employees (Morganson et al., 2010). Moreover, telework contributes many
benefits to the organization and employee. Telecommuting is credited with increasing
organizational performance, improving work-life balance, decreasing environmental costs, and
providing flexible work arrangement for employees (Caillier, 2013; Coenen & Kok, 2014;
Mahler, 2012).
Many teleworking benefits are discussed throughout literature, yet some organizations
discontinued the program (Weinert et al., 2014), or are reluctant to adopt this technology-enabled
work modality (Pyoria, 2011). According to Weinert et al. (2014), Yahoo, Best Buy, and Hewlett
Packard determined that the negative implications of telework were significant and excluded it as
a viable work option for employees. Among the many challenges of telework is the impact of
professional isolation and career stagnation (Cullen-Lester et al., 2017). Golden et al. (2008)
determined that professional isolation had a negative impact on work performance. Further,
Maruyama and Tietze (2012) noted that telework reduced visibility and career development
within the sales and marketing industries.

2
While extensive literature covering the drawbacks of telework from the organization and
employee perspective exists, little research has been conducted concerning the impact of
leadership strategies and behaviors on employee career advancement and voluntary turnover,
thus presenting a business case for this study. This study focuses on the leadership strategies and
behaviors that impact career advancement for teleworkers. Focusing on the leader’s experience
with teleworkers, the goal is to add to the field of study by providing potential solutions that will
improve opportunities, or recognition of existing opportunities, for career growth under the
telework paradigm.
A qualitative multiple case study was developed emphasizing the constructs of path-goal
theory, transactional leadership, and situational leadership. The researcher used this conceptual
framework to develop research questions that would lead to a greater understanding of leader
behaviors in the telework environment. The study was conducted in Denver, Colorado and data
were collected through individual interviews. Twelve leaders across multiple industries
responded to the study and provided valuable insight from firsthand experiences and
perspectives. The data were manually and electronically analyzed to reveal relevant themes.
Those themes included intentional communication, performance-based monitoring, flexible
leadership, and relationship building. The researcher discussed the findings and compared each
to the conceptual framework and research question to better understand leader strategies in
relation to the problem.
Background of the Problem
Telework continues to increase in popularity as information and communication
technologies (ICTs) improve and employees seek more flexibility with work (Morganson et al.,
2010). Research conducted by Global Workplace Analytics, revealed that regular home-based
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work among the non-self-employed population increased 140 percent between 2005 and 2016
(Global Workplace Analytics, 2018). Approximately 25% of the United States workforce
teleworks at some frequency; the Census Bureau does not provide granular data on the frequency
of telework (Global Workplace Analytics, 2018). While flexible work options have become
available in 40% more United States companies over the past 5 years, only seven percent made it
available to most employees (Global Workplace Analytics, 2018). Despite the wide acceptance
of telework, many companies have discontinued its use after implementation. Hewlett Packard,
Yahoo, IBM, and Best Buy are among those companies that have rescinded their telework
programs (Weinert et al., 2014; Wright, 2017). In fact, telework strategies have not grown as
quickly as originally predicted by Jack Nilles, who coined the term “telecommuting” in 1972
(Linden & Oljemark, 2018).
Researchers argue that reduced visibility in teleworking environments leads to increased
work hours and career advancement opportunities that are incommensurate with the level of
effort necessary to demonstrate their devotion to work (Felstead et al., 2003; Golden &
Eddleston, 2019; Maruyama & Tietze, 2012). Moreover, leaders in managerial roles are often
unwilling to relinquish control and authority within the context of teleworking autonomy (Sewell
& Taskin, 2015). Allen et al. (2015) explained that some leaders believe employees are less
inclined to work diligently if they cannot be seen by supervisors and coworkers. Groen et al.
(2018) used control theory to explain that the ability to monitor employee behavior is reduced
with telework, and greater emphasis is placed on output controls as an alternative method of
monitoring employees. On the same note, Golden and Eddleston (2019) asserted that the
teleworker’s reduced presence creates difficulties in collaboration and coordination causing
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leaders to infer a lack of concern for one’s job—a bias that may be weighed more heavily than
production on the employee’s performance evaluation.
Teleworkers report negative feelings associated with the increased work effort related to
the higher emphasis on output and incommensurate career advancement opportunities (Groen et
al., 2018). Studies revealed that in several cases, teleworkers performed better than their workoffice counterparts however they received less performance-based promotions and salary
increases than their onsite coworkers (Felstead & Henseke, 2017; Marica, 2018; Weinert et al.,
2014). Moreover, Weinert et al. (2014) reported that teleworkers, when compared to onsite
employees, were more committed to the organization and were more satisfied with their
supervisors but were less satisfied with promotions. Choi (2018) posited that the fear employees
hold over stifled career progress alone deters employees from participating in telework
programs.
Leadership scholars call for improvements and greater focus in career, task, and social
support networks (Bartol & Zhang, 2007). This includes improvements in career advice,
mentorship and sponsorship, career enhancing visibility, key developmental assignments, and
advocacy for promotions (Bartol & Zhang, 2007). Many leadership development scholars
suggested greater inclusion of social networks in leadership development practices across
organizational levels (Chavez & Green, 2010; Cullen et al., 2012; Day et al., 2014; O’Connor &
Quinn, 2004). Lautsch et al. (2009) highlighted a need for leaders to learn how to better support
teleworking employees in an environment where they are frequently out of sight.
The recommended improvements were largely developed from studies concerning
organizational and individual benefits and drawbacks of telework (Bartol & Zhang, 2007;
Chavez & Green, 2010; Cullen et al., 2012; Day et al., 2014; O’Connor & Quinn, 2004), but
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little research has been done to incorporate the leader’s behaviors and strategies concerning
career advancement opportunities for teleworkers. Responding to these calls, this case study
seeks to provide a greater understanding of the leadership behaviors and strategies that are
effective in supporting the career advancement goals of teleworking employees.
Problem Statement
The general problem being addressed is the prominent concern that organizations are not
providing adequate career advancement opportunities for employees working in a telecommuting
environment resulting in low participation in cost-saving work arrangements and higher turnover
intentions among teleworkers (Choi, 2018). Turnover costs are estimated at 150% of the
employee’s annual salary (Choi, 2018). Researchers indicate that teleworking arrangements
negatively impact career progression (Maruyama & Tietze, 2012; Van Steenbergen et al., 2017).
Additionally, Choi (2018) noted that employees may decide against telework for fear of
potentially adverse results on career progression. A common emotion reported among
teleworkers is anxiety drawn from career advancement concerns (Cooper & Kurland, 2002;
Taylor & Kavanaugh, 2005). Experts claim that much of the problem is related to the physical
disconnect between teleworkers and leaders, reducing informal political networking (Hill et al.,
2003), knowledge sharing (Golden et al., 2008), and leadership support (Dahlstrom, 2013) that is
critical to career progression. ICTs provide an alternative mode of communication however it
lacks critical communication elements such as closeness in physical proximity, nonverbal
physical cues, frequent interaction, impromptu discussions, and informal feedback in passing
(Gera, 2013). Lautsch et al. (2009) emphasized that the communication between leaders and
teleworkers via ICT is more frequently used for monitoring and scheduling purposes versus
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information sharing and development. Consequently, teleworkers are often sidelined during
advancement opportunities (Hill et al., 2003).
In addition, research on non-standard work structures suggests that high-quality leaderfollower relationships are a critical component of successful teleworking arrangements (Beham
et al., 2015). Louie (2017) reported that leader-follower relationships are more difficult to
maintain when at least one party is primarily teleworking; the approach in which leaders
influence and inspire is altered. Research has been conducted to understand the nuances of
telework; however, literature that explores how leaders address the specific challenge of career
advancement in physically separated work environments has not received much attention (Groen
et al., 2018). The specific business problem is that some leaders may lack effective leadership
styles and behaviors to support career advancement for teleworkers within the Greater Denver
Area, Colorado.
Purpose Statement
The purpose of this qualitative multiple case study is to add to the body of knowledge by
expanding the understanding of effective leadership behaviors and strategies that support career
advancement for teleworkers. The general problem is explored through an in-depth study of the
leader’s approach to overcoming career development challenges and processes for teleworkers.
Researchers have previously explored the adoption of telework; leadership emergence in
teleworking environments due to psychological factors; management approach variations
between onsite employees and teleworkers; and teleworker’s concerns over career advancement
opportunities (Baruch & Nicholson, 1997; Brunelle, 2013; Charlier et al., 2016; MacDuffie,
2007); however, less attention is given to the behaviors and strategies leaders use to address
career advancement challenges (Groen et al., 2018).
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This multiple case study is intended to help reduce the gap between existing literature and
current organizational practices by identifying successful career development strategies for
current and future teleworking employees. Data were obtained through in-depth interviews to
ascertain the individual experiences of leaders that have developed successful strategies to
support career development for teleworkers. The author interviewed 12 leaders from three
organizations who have developed solutions to the problem and explore what those solutions are.
Participants were identified through face-to-face meetings, email inquiries, personal
recommendations, and telephone conversations with organizational leaders.
Nature of the Study
Existing literature concerning the benefits and drawbacks of remote work indicate that
career advancement is a major concern for teleworking employees (Felstead & Henseke, 2017;
Marica, 2018; Weinert et al., 2014). While many leadership theories circulate, little research has
been done to examine the leadership style and behaviors in relation to career development for
teleworkers. This problem was investigated using a qualitative multiple case study.
Discussion of Method
The method selected for this study is a qualitative research method. The study was
conducted to explore what leadership styles and behaviors are effective to promote career
advancement with telework employees. With the qualitative method, the researcher can build a
complex, holistic picture by analyzing words, pictures, reports, and detailed accounts of the
participants in a natural setting (Creswell & Poth, 2018). Moreover, the qualitative research
method is appropriate when evaluating individual experiences, individual and group behaviors,
organizational operations, and interactions that influence relationships (Teherani et al., 2015).
The researchers collected data through interviews to delve into the leader’s experiences through
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discussions and stories related to specific events, feelings, motivations, concerns, and claims
(Cypress, 2018). Based on this information and the non-numerical nature of the intended data,
the author determined that a qualitative study is the best approach to support the research
questions.
The quantitative method was considered based on the interest in leadership behaviors as
it pertains to the stated problem however after further consideration, the researcher found that the
quantitative approach would not fully support the purpose of this study. Quantitative research is
conducted to evaluate hypotheses using numerical data and statistical analysis. It is undertaken
with the assumption that measurements can be made from the collected data (Watson, 2015). The
data is then analyzed to verify the measurements made and to identify trends and relationships
(Watson, 2015). The data collected through this study will not be measured numerically for
hypothesis testing therefore the quantitative method is not the best approach.
The mixed methods approach was also considered. Mixed methods research combines the
data collection and analysis styles from both qualitative and quantitative research however the
purpose of this approach extends beyond combining methods (Watkins & Gioia, 2015). It
integrates assumptions about methodologies, research questions, and data to form interpretations
by combining the strengths of qualitative and quantitative research (Watkins & Gioia, 2015).
Due to the quantitative component, the mixed method research is not the best approach for this
study.
Discussion of Design
Using the multiple case study design, researchers explored several data sources to gain a
deeper understanding of the phenomenon including interviews, records, illustrations, and other
historical data (Baxter & Jack, 2008). Yin (2014) identified documents and interviews as sources
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of data which will be utilized in this study for triangulation. According to Campbell (2015), a
“case” refers to an individual, situation, organization, or phenomenon. Yin (2014) noted that case
studies are abundant in data and useful for researching relevant issues within a real-life context.
Stake (2006) described a multiple case study as one that incorporates several single cases,
all similar in nature, under one target case. The problem being investigated, and the information
sources are represented by the selected case (Bhattacharya, 2017). Researchers can provide
analytical insight on the similarity and differences between each case (Yin, 2014). For these
reasons, the multiple case study was selected as the best design to satisfy the purpose of this
inquiry.
The grounded theory approach focuses heavily on the development of new theories while
the case study is intended to find patterns or irregularities in data that often form the basis for
additional study (Hancock & Algozzine, 2017). Researchers using this approach typically
develop theories grounded in deep, structured, and systematic forms of data analysis (Charmaz,
2006). The researcher constantly compares information to reach a point of data saturation from
which a theory can be discovered (Bhattacharya, 2017). This study is not meant to develop new
theories therefore a grounded theory approach was not selected.
The phenomenological study is used to abstract the essence of an experience by exploring
the meaning of a shared phenomenon (Bhattacharya, 2017). This approach necessitates
participants to reflect on individual experiences in detail as a part of experiencing an event
(Bhattacharya, 2017). The researcher uses this information to understand the structure of an
experience. This type of study is generally used to explore and understand culture therefore it
was ruled out as the best approach for this study.
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Similarly, ethnography is the study of people within the context of their culture (Wolcott,
2008). For this type of study, the researcher is typically immersed in the culture context being
studied for a prolonged period, often a year or more, to better understand the culture or people in
their daily lives (Wolcott, 2008). This knowledge is derived from documenting events,
interviews, and studying archived materials (Wolcott, 2008). This is outside the scope for this
study, therefore, ethnography was not used.
Lastly, the narrative inquiry is used by researchers interested in understanding lived
experiences through stories (Kim, 2015). The field text is essentially the stories, interviews,
autobiographies, photos, journals, and other artifacts are the basic unit of analysis (Kim, 2015).
This approach is employed when researchers desire to understand why individuals create
meaning in their lives in the form of a narrative (Kim, 2015). Understanding the meaning behind
individual stories does not fulfill the purpose of this study, and for that reason, the narrative
approach was not selected.
Summary of the Nature of the Study
The qualitative method is considered the most appropriate for this research. This study
focuses on understanding efficient leadership styles and behaviors that support career
advancement for teleworkers. Using the qualitative method, the researcher can build a complex,
holistic picture by analyzing words, pictures, reports, and detailed accounts of the participants in
a natural setting (Creswell & Poth, 2018). Moreover, the qualitative research method is
appropriate when evaluating personal experiences, individual and group behaviors, how
organizations operate, and how interactions influence relationships (Teherani et al., 2015). The
researcher utilized interviews to enter the participant’s world and perspective through
discussions and stories related to specific events, feelings, motivations, concerns, claims, and so
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on (Cypress, 2018). The design selected for this study was the multiple case study. The case
study provided an opportunity to evaluate several data sources to gain a deeper understanding of
the stated problem and viable solutions.
Research Questions
The relationship between the leader and the subordinate employee is an integral
component of the study and provides the foundation for understanding the differences in career
development strategies between teleworkers and non-teleworkers. The case was explored
through discussions with leaders at various levels who have developed successful strategies to
support career advancement for teleworkers. To fulfill the purpose of this study, the following
research questions were answered:
RQ1. What leadership strategies and behaviors, if any, were used to successfully support
career development among teleworkers?
RQ2. What differences in the leadership style, if any, were present in supporting virtual
career advancement versus that in a traditional environment?
RQ3. What challenges did leaders encounter and overcome with career advancement
strategies for teleworkers?
Conceptual Framework
This conceptual framework was provided to illustrate the complete picture of the ideas
within this study. The present work integrates three leadership theories (path-goal theory,
transactional leadership, and situational leadership) and associated behaviors related to the
teleworker’s needs and goals. Path-goal theory highlights flexible leader behaviors consistent
with follower motivation. Transactional leaders focus on leadership behaviors while excluding
individual differences and leadership traits (McCleskey, 2014). Lastly, situational leadership
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connects leadership styles with the follower’s readiness level. That said, path-goal theory,
transactional leadership, and situational leadership are explained further within this conceptual
framework.
Path-Goal Theory
The path-goal theory is a situational theory of leadership that draws from both
expectancy theory and contingency theory (Dyer & Wallace, 2017). Expectancy theory can be
summarized as one’s decisions to act in a manner that is dependent on the intrinsic benefits of
the results. Contingency theory contends that leaders, individuals, and organizations can
optimize decision making after considering how the external and internal situations may benefit
from the action. In this connection, path-goal theory holds that the leader’s major function is to
enhance subordinate employees’ instrumentalities and expectancies (Dyer & Wallace, 2017).
This includes the perceived degree of relationship between the behavior and the relationship, and
perceived relationship between effort and behavior. Moreover, Jeanes (2019) noted that pathgoal theory maintains that that leader effectiveness and behaviors are contingent upon employee
motivation, satisfaction, and performance. Therefore, although path-goal theory is a leadership
theory, it relies a great deal on work motivation literature.
Robert House developed path-goal theory is 1971 as a dyadic theory of leadership—a
theory concerning the relationship between the appointed supervisor and the employee—that has
been expanded to include unit relationship and group leadership at the first level in recent years
(Dyer & Wallace, 2017). It is generally interested in how formally appointed supervisors
influence the employee’s motivation and attitude. The focus of path-goal theory is not with
organizational leadership, emergent leadership, or leadership during periods of organizational
change; rather, it is concerned with job task leadership (Dyer & Wallace, 2017).
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Leadership Behaviors. According to Jeanes (2019), experts argue that there is a “best
suited” leadership style that is based on the individual’s motivation. Four leadership behaviors
are outlined under the path-goal theory: directive, supportive, participative, and achievement
oriented. Directive leader behavior refers to a situation in which the leader explains what is
expected of the employee and how to perform a given task (House & Mitchell, 1974). The
directive leader behavior is similar to the “telling” leadership style in situational leadership
(Northouse, 2016). Supportive behavior is directed toward satisfying the needs of the employee
and resembles the consideration behavior construct of the Ohio State studies (Northouse, 2016).
Northouse (2016) added that supportive leaders are characterized by friendliness,
approachability, and mutual respect. In addition, Bickle (2017) noted that nurturance and support
is provided as required to bolster the employee’s motivation.
Northouse (2016) described participative leader behavior as one in which leaders create
an environment that invites subordinates to participate in decision making and when the
decisions impact the employee directly. Leaders will likely use participative leader behaviors
when employees are autonomously motivated, and tasks are ambiguous (Bickle, 2017).
Achievement oriented leader behaviors are effective for employees who set high expectations for
themselves and desire continuous growth (Bickle, 2017). Moreover, Northouse (2016), leaders
using achievement-oriented behaviors display a high degree of confidence that subordinates are
capable of setting and accomplishing challenging goals.
Situational Moderators. Dyer and Wallace (2017) posited that two general boundary
conditions influence the leadership effects on employees: employee characteristics and
environmental characteristics. Employee characteristics involve goal orientation, cognitive
ability, stress, authoritarianism, and locus of control. These characteristics influence the
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employee’s perception of the leader’s behavior as a source of satisfaction (Northouse, 2016). The
effectiveness of the applied leader behavior relies heavily of the employee’s characteristics.
Environmental characteristics are those outside of the follower’s control including task
structure and authority systems. This includes role ambiguity, work autonomy, task structure and
interdependence, task demands, and scope. Given these environmental characteristics, the pathgoal theory focuses on guiding employees on paths that are unobstructed by barriers generated
from employee and environmental characteristics (Northouse, 2016). Moreover, the function of
the leader is to provide linkages between effort and goal attainment when a clear causal linkage
is not provided by the environment (House, 1996). Researchers characterize teleworkers as
highly skilled, have a higher degree of education (Groen et al., 2018), and autonomously
motivated (Weinert et al., 2015). According to Weinert et al. (2015), telework is afforded to
employees who are reliable and trusted by leaders as a result of previous performance. The
atypical characteristics of the telework environment lends itself to flexible leader behaviors as
described in the path-goal theory.
Transactional Leadership
Bass described transactional leadership as an exchange relationship between the leader
and follower in which the leader sets expectations according to previously defined requirements
(Bass, 1985; Burns, 1978; Pieterse et al., 2010). Burns (1978) described transactional leadership
as a distinct leadership style positing that the exchange of work and reward between the leader
and employee maximizes gains for both the organization and the individual. Leaders offer
contingent rewards such as monetary bonuses and promotions, and sanctions including negative
feedback and corrective coaching for successful, or unsuccessful, achievement of set
expectations (Hartley et al., 2019; McCleskey, 2014). Transactional leaders can measure success
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against the organization’s existing reward-penalty system (Berkovich & Eyal, 2019). The
rationale for employing a contingent reward system is to devise an incentive mechanism through
which employees expect their efforts to bolster performance and to be rewarded in turn (Hartley
et al., 2019). With that expectation, employees can minimize workplace anxiety, fulfill their own
interests, and focus on clear organizational objectives (Sadeghi & Pihie, 2012). A major benefit
of transaction leadership is that it helps organizations become more efficient and is effective in
refining existing processes (Bass, 1991). The downfall is that with the focus on rules and
systems, it may stifle innovation (Bass, 1991).
With teleworking arrangements drastically reducing the ability to monitor the employee’s
daily activities, leaders place a greater emphasis on work products or outcomes (Felstead et al.,
2003; Sewell & Taskin, 2015). Establishing measurements for performance can offset leadership
concerns and trust regarding the lack of visibility associated with telework (Allen et al., 2015).
With transactional leadership there is an emphasis on managing performance; this approach
works best with employees that know their jobs well and are motivated by the reward-penalty
system (McCleskey, 2014). Similarly, telework programs works best when employees are well
versed in their profession (Guthrie, 1997; Sparrow, 2000). Sparrow (2000) defined telework as a
privileged work arrangement afforded to employees who exemplify high standards of
performance. According to Berkovich and Eyal (2019), transactional leadership has two major
behavioral constructs: a) setting goals and providing rewards (contingent reward) and b)
monitoring performance and applying corrective action when required (management by
exception-active and passive). The following paragraphs will delve deeper into each construct of
transactional leadership.
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Contingent Reward. Bass (1978) posited that transactional leadership behaviors are
related to various work outcomes that are conducive to organizational effectiveness including
areas of identification and commitment to the organization. The transactional contingent reward
system operates on a contract-based level by defining clear task requirements and role
specifications for employees with prescribed performance criteria and rewards for goal
achievement and effort (Xenikou, 2017). Field experts assert that employees are motivated by
rewards and other positive outcomes to put greater effort towards performing their jobs well
(Bass et al., 2003; Wang et al., 2011). Unlike annual performance evaluations, the contingent
reward system offers more frequent reviews of the employee’s performance with suitable
rewards when qualified (Kark et al., 2017).
Contingent reward leaders focus on reinforcing positive employee behaviors and
strengthening performance management (Kark et al., 2017). These leaders empower qualified
employees to take more control over their work tasks and expect employees to satisfy quality
metrics while upholding organizational policies (Xenikou, 2017). Rewards that are valued by
employees are offered for exemplary performance while a lack of compliance to policies,
performance, and professionalism will omit the employee from the reward (Kark et al., 2017).
While telework was originally considered as a method of reducing real-estate costs
(Kurland & Bailey, 1999), it is currently envisioned as a flexible method of organizing work and
ergonomics (Berkley et al., 2017). In lieu of financial rewards, organizations may offer
telecommuting as a non-monetary incentive to retain talent and to develop intrinsic motivation
among employees (Mayo et al., 2008). Moreover, increased flexibility is an important nonmonetary reward that is inexpensive and relatively easy to implement and is therefore often
favored by organizations (Mayo et al., 2008). The notion of telework as a reward drives concerns
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among employees who desire to receive rewards and recognition beyond flexible work
arrangements, including involvement is decision-making activities and allocation of meaningful
work that promotes career advancement (Sewell & Taskin, 2015). In this respect the concern is
that “out of sight” truly is “out of mind,” meaning that employees who are rarely seen within the
traditional office are forgotten or otherwise not considered for opportunities that may promote
career advancement (Sewell & Taskin, 2015). Marica (2018) argued that the lack of direct
contact with leaders and top decision makers complicates the performance assessment process,
particularly when considering promotion for the respective employee. As a part of the present
work, leadership behaviors that are conducive to career advancement among teleworkers within
the scope of the transactional contingent reward system will be addressed.
Management by Exception. Transactional leaders work to ensure that conditions are
optimal for successful task performance by monitoring work and implementing corrective action
when necessary (Bass, 1991). In management by exception (MBE) the leader takes corrective
action to prevent mistakes using either an active or passive approach (Bass, 1991). Bass et al.
(2003) described the use of contingent sanctions, or active MBE, as an active search for
deviations from performance standards and rules followed by necessary corrective actions.
Conversely, leadership only intervenes when performance objectives have not been met or after
problems have become serious in passive MBE (Bass et al., 2003).
Using the MBE approach, leaders can empower employees to take responsibility for their
work (Moore & Newsome, 2019). Employees are motivated by a desire to avoid sanctions for
failing to meet standards, or to avoid corrective action as an indication of a mistake in one’s
work (Kark et al., 2017). The benefit is that leaders have more time and energy to focus on
prominent issues; allowing employees to make decisions and increasing responsibility over their
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work increases their motivation and saves time for the leader (Moore & Newsome, 2019).
Moreover, Moore and Newsome described one disadvantage is the increased likelihood of
mistakes that could potentially become expensive and time consuming to identify and correct.
Within the telework environment, employees are given more responsibility over their work thus
making MBE a likely leadership approach in this arena (Kark et al., 2017).
Situational Leadership
Paul Hersey and Ken Blanchard introduced the situational leadership theory, formerly
called the life-cycle theory of leadership, in the Training and Development Journal in 1969
(Graeff, 1997; Hersey & Blanchard, 1969, 1977). Since its inception, situational leadership (SL)
has undergone many revisions to improve the model (Blanchard et al., 1992; Graeff, 1997). The
central idea is that there is no single best way to influence people (Hersey et al., 2008). The
leadership style that should be used depends on the performance readiness level of the individual
being influenced (Hersey et al., 2008). In other words, maximum leader effectiveness is achieved
by matching the appropriate leadership style with the given level of follower readiness
(Papworth et al., 2009).
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Figure 1 Situational Leadership Model (Hershey et al., 2008, p. 142)
Removed to comply with copyright.
Using the SL model, leaders have an avenue to practice different variations of leadership
styles (Hersey et al., 2008). This model is based on a reciprocal relationship between (a) the
amount of direction and guidance (task behavior) provided by the leader, (b) the amount of
socioemotional support (relationship behavior) provided by the leader, and (c) the level of
performance readiness exhibited by the follower in performing a specific task (Hersey et al.,
2008). Experts describe task behaviors as the extent in which leaders engage in defining follower
roles, providing instructions, establishing formal lines of communication, and creating
organizational patterns (Bass, 2008; Daft, 2014; Hersey & Blanchard, 1969, 1979, 1981). This
includes telling employees what to do, how to do it, when it should be done, and by whom
(Hersey et al., 2008). Conversely, relationship behaviors include creating harmonious
relationships, engaging in two-way or multiway communication, integrating employees into the
process of developing action plans, and reducing emotional conflict (Bass, 2008; Daft, 2014;
Hersey & Blanchard, 1969, 1979, 1981; Hersey et al., 2008). A balance between task and
relationship behaviors is then applied according to the employee’s level of performance
readiness (Hersey et al., 2008). The leadership styles continuum (Hersey & Blanchard, 1982;
Hersey, 1985; Hersey et al., 2008) includes:
•

Style 1 (S1). The telling leadership style, also referred to as crisis leadership, is
characterized by a higher-than-average amount of task behaviors and a lower-thanaverage amount of relationship behavior.

•

Style 2 (S2). The selling leadership style is characterized by higher-than-average
amounts of both task and relationship behaviors.
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•

Style 3 (S3). This participating leadership style is characterized by a lower-thanaverage amount of task behaviors and a higher-than-average amount of relationship
behaviors.

•

Style 4 (S4). The delegating leadership style is characterized by lower-than-average
amounts of both task and relationship behaviors.

The crucial variable in the leadership situation is the relationship between the leader and
the follower, and in order to maximize this relationship the leader should determine the taskspecific outcomes required of the follower (Hersey et al., 2008). This allows the leader to
determine the follower’s level of performance readiness, or the extent in which the follower
demonstrates an ability and willingness to accomplish the task (Hersey et al., 2008). That said,
performance readiness is dichotomized into two components—ability and willingness (Hersey et
al., 2008). Ability is defined as the demonstrated knowledge (task understanding), skill
(proficiency), and experience (ability gained through prior performance of the task) an individual
brings to the given activity (Thompson & Vecchio, 2009). Likewise, willingness is defined as the
level of confidence (self-assurance), commitment (dedication), and motivation (desire) to
perform the task (Thompson & Vecchio, 2009). The continuum of performance readiness
(Hersey et al., 2008) includes:
•

Readiness level 1 (R1). The follower is unable to perform the task and lacks
confidence, or unable to perform the task and lacks commitment.

•

Readiness level 2 (R2). The follower is unable to perform the task but confident, or
unable to perform the task but motivated to try.

•

Readiness level 3 (R3). The follower is able perform the task but apprehensive about
doing it alone, or the follower is able but unwilling to apply it to the task.
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•

Readiness level 4 (R4). The follower is able and confident about performing, or able
and committed to accomplishing the task.

The appropriate leadership style for a follower in R1 for a specific task is the telling (S1)
approach. Followers in the R1 group are unable and insecure, or unable and unwilling (Hersey et
al., 2008). Using S1, leaders can provide task information in inconsiderable amounts, reduce the
fear of mistakes, focus on instructions, and provide step-by-step guidance for followers who are
unable and insecure (Hersey et al., 2008). Further, leaders can attend to followers who are unable
and unwilling by stating facts directly, reinforcing small improvements, reinforcing
consequences for nonperformance, and managing emotional levels (Hersey et al., 2008).
Next in the range of performance readiness is R2. In this group, followers are unable but
confident or willing to try (Hersey et al., 2008). For maximum effectiveness, leaders should
apply S2, the selling style, at this level of readiness (Hersey et al., 2008). Leaders can use
persuasion to obtain “buy-in,” check for task understanding, explain the “why” and emphasize
the “how” aspects, and explore related skills using the selling approach (Hersey et al., 2008).
This differs from telling in that the leader is providing an opportunity for dialogue and
clarification for the purpose of obtaining buy-in from the follower (Hersey et al., 2008).
The third readiness level is R3 in which the follower is has developed the ability to
perform the task but lacks confidence or willingness (Hersey et al., 2008). The best leadership
approach for this situation is S3, participating (Hersey et al., 2008). The leader using the S3 for
able but insecure followers can be effective by establishing above-average amounts of supportive
and facilitative behaviors. This includes utilizing two-way or multiway communication, inviting
input from the follower, allowing follower-made decisions, and offering praise and confidence
building conversation (Hersey et al., 2008). Alternatively, leaders can share decision-making
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responsibilities with followers, offer “need to know” information, focus on results, and involve
followers in the consequences of nonperformance to increase commitment for able but unwilling
followers (Hersey et al., 2008).
Lastly, R4 followers are those that are both able and confident or willing (Hersey et al.,
2008). The appropriate leadership style match is S4, or delegating (Hersey et al., 2008). This
leadership style includes observing and monitoring as opposed to providing specific task
instructions (Hersey et al., 2008). Using the S4 style, leaders should resist overloading followers
with tasks and responsibilities, receive updates, encourage autonomy and freedom for risk
taking, and delegate activities (Hersey et al., 2008).
Although there are leadership style and performance readiness level matches, there are no
fixed rules within the SL model (Thompson & Vecchio, 2009). The SL model is intended to
improve the odds of developing effective and successful leaders (Hersey et al., 2008). Vecchio
(1987) noted that the degrees of task behaviors and relationship behaviors are examined together
within the extent of follower readiness to rationalize leader effectiveness. In other words, the
leader’s ability to effectively influence others relies on their ability to adapt leadership behaviors
to the given situation (Hersey et al., 2008).
The telework environment creates a unique situation in which leaders must adapt their
behaviors. Given the unique nature of telework, the relationship between the leader and
employee may differ in some ways from that of in-office personnel, including behaviors that
support career advancement (Mackenzie, 2010; Walker, 2010). Employing the same leadership
style for both collocated and off-site employees is disadvantageous and can lead to employee
disengagement, conflict, and the redefining of people as a mere source of production (Morris,
2008; Zaccaro & Bader, 2003). The concept of SL is that there is no single best approach to
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leading, rather any leadership style can be more, or less, effective depending on the situation
(Hersey et al., 2008). That said, telework is often offered as a reward or form of career
advancement for high performing employees (Church, 2015). This suggests that there is an
increased level of performance readiness among teleworkers therefore it may prove beneficial to
investigate the leader’s effectiveness among teleworkers through the lens of SL. The link
between SL and leadership in telework is the leader’s ability to adapt their leadership styles and
behaviors to match the telework situation in such a way that sustains or improves the leader’s
effectiveness.
Summary of the Conceptual Framework
The conceptual framework includes three elements that align with leadership behaviors
and implementing change to support career advancement for teleworkers: path-goal theory,
transactional leadership theory, and situational leadership theory. Within the realm of telework,
employees are afforded more responsibility to control their own work (Pollack & Pollack, 2015).
Path-goal theory is centered on flexible leader behaviors based on the employee’s motivation
(Dyer & Wallace, 2017). The objective for leaders under this theory is to create a clear path for
employees to achieve set goals. The focus of transactional leadership is on the exchange between
the leader and the employee for meeting targets (contingent reward) and methods of monitoring
and correcting errors in production (MBE active and passive; Bass, 1985). Additionally,
situational leadership is described to support the study by explaining possible leadership
responses to varying levels of employee readiness and maturity. This focuses on the level of
employee commitment and competence and the most appropriate leadership response (Hersey &
Blanchard, 1969).
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Definition of Terms
Career advancement: Career advancement defines the upward progression of one’s
career by promotion to a higher title within the same field or from one occupation to another
(McKay, 2018).
Flexible work arrangement: Flexible work arrangements incorporate various types of
flexible work programs including telework, virtual work, part-time work, and flexi-time work
arrangements (Allen et al., 2015).
Greater Denver Area: The Greater Denver Area encompasses all major cities
surrounding Denver, Colorado between Colorado Springs and Boulder (Crunchbase Staff, 2019).
Telework: Telework is the performance of tasks that are normally conducted within the
office in a remote off-site location using information and communication technology (ICT), for
at least a portion of the work schedule (Gajendran & Harrison, 2007).
Assumptions, Limitations, Delimitations
Assumptions
The following assumptions are accepted as plausible or true. This research study was
developed with the expectation that data concerning the topic of effective leadership styles and
behaviors that support career advancement for teleworkers would be obtained through leaders
who have successfully developed strategies to support career growth among teleworking
employees. The first assumption is that participants will provide truthful and knowledgeable
responses to the interview questions. Finally, the sampling of teleworkers in the Denver area are
representative of teleworkers in other regions.

25
Limitations
The data collected from the participants of this study are limited to leaders who have
direct experience with career advancement among teleworkers. The results drawn from the
collected data are limited to the study sample only. Furthermore, research with participants is
limited to Denver, Colorado. The sample size provides limitations as the results cannot be
generalized for all leaders who work directly with teleworkers Additionally, the use of a
qualitative study introduces limitations related to ambiguities within the human language. With
the qualitative study the participants have more control over the content of the data being
collected therefore the results cannot be verified objectively against the scenarios provided by
the respondents. Likewise, qualitative data is not evaluated to determine whether it is statistically
significant or the result of chance, therefore, the findings cannot be extended to wider
populations with a high degree of certainty. Lastly, time presents further limitations to this study
as an unlimited amount of time would allow for more in-depth research and data collection.
Delimitations
This study draws from the perspectives and experiences of leaders who have first-hand
knowledge of leading teleworkers through career advancement. It does not include the
perspective of leaders who have not supervised teleworkers or the experiences of teleworking
employees. Finally, the study population incorporates only leaders within Colorado’s Greater
Denver Area.
Significance of the Study
Relationship to the Field of Study
This study is focused on the leadership styles, behaviors, and strategies used to support
career advancement among teleworkers and is therefore relevant to the field of business
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leadership. The current challenges of career advancement undertaken by teleworkers are
addressed within this study. Understanding the nuances of telework parallels the expansion of
information technology in level of importance as physical work locations gradually decrease
(Nakrošienė et al., 2019). This indicates that the utilization of telework is rapidly increasing
(Nakrošienė et al., 2019). Exploring leadership behaviors and strategies that support career
advancement among teleworkers is significant to the field because the findings may potentially
provide valuable information that can aid organizational leaders in improving growth
opportunities for teleworkers. Likewise, the findings of this study may lead to improvements in
leadership behaviors that may potentially increase the organizational benefits of current telework
programs.
Reduction of Gaps
Exploring successful leadership behaviors and strategies that support career advancement
among teleworkers may reduce gaps between existing literature and current organizational
practices. Specifically, identifying effective leadership styles and behaviors that support career
advancement in a virtual environment may create an opportunity to discuss relevant solutions for
teleworkers going forward. This information could potentially be utilized to develop new
policies for career development within the virtual environment. Moreover, understanding the
differences in leadership behaviors between career development in a virtual environment versus
that of a traditional setting could increase the leader’s awareness and ability to develop
telecommuting employees for career growth. Finally, current research outlines significant
changes within the leader-subordinate employee relationship as a result of virtual work
arrangements (Smith et al., 2018); contributions to this research could be made by identifying
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changes in strategies and behaviors that bolster career development strategies in a virtual
environment.
Implications for Biblical Integration
In the Old Testament of the Bible, God’s leadership is visible through His interactions
with people including Adam and Abraham. God’s leadership approach can be portrayed as
transactional in the sense that He provides clear instructions and intervenes only when necessary.
This occurs when God’s people fail to obey His instructions, fail to meet objectives, or break a
covenant made with God. The leadership style in which leaders intervene only when necessary to
correct or prevent a problem is MBE (Burns, 1978). Further, God demonstrated transactional
leadership by providing a reward/penalty system for those whom He instructed to fulfill His
plan.
In the book of Genesis, God created Adam and placed him to work in the Garden of
Eden. “The Lord God took the man and put him in the garden of Eden to work it and keep it”
(Genesis, 2:15, ESV). God provided Adam with clear instructions for the work that should be
done and the boundaries in which he should conduct himself. God said, “You may surely eat of
every tree of the garden, but of the tree of the knowledge of good and evil you shall not eat, for
in the day that you eat of it you shall surely die” (Genesis 2:16-17). Likewise, Adam was well
informed of the consequences of disobedience. Adam disobeyed God’s commands and was
therefore admonished according to the reward/penalty system that God established. God said to
Adam, “Cursed is the ground because of you; in pain you shall eat of it all the days of your life”
(Genesis 3:17). In this example, it is seen that God intervenes with harsh punishment when His
commands are disobeyed.
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As God greatly punishes the disobedient, he also rewards the faithful. God made a
covenant with Abraham because of his faithfulness and confirmed it later with Isaac. God
instructed Abram to leave his home and his family and go to a land shown to him. The
transaction between God and Abram was that if Abram did as God commanded, God would
bless him and all the families of the earth. The reward for Abram’s obedience is described in
Genesis 12:2, “I will bless you and make your name great, so that you will be a blessing. I will
bless those who bless you, and him who dishonors you I will curse, and in you all the families of
the earth shall be blessed.” God changed Abram’s name to Abraham, calling him, “the father of a
multitude of nations” (Genesis 17: 5). In addition, God said to Abraham, “You shall be fruitful,
and I will make you into nations, and kings shall come from you” (Genesis 17: 6). Likewise, God
promised Abraham that he would have a child with his wife despite their old age. God confirmed
the covenant with Isaac saying, “I will multiply your offspring as the stars of heaven and will
give to your offspring all these lands. And in your offspring all the nations of the earth shall be
blessed because Abraham obeyed my voice and kept my charge” (Genesis 24: 4-5).
Summary of the Significance of the Study
This study is focused on leadership behaviors and strategies that promote career
advancement for teleworkers. Understanding current leadership behaviors in this area could
potentially contribute to improvements in current telework programs. Nakrošienė et al. (2019)
suggested that the use of telework within organizations is rapidly increasing. That said, exploring
leadership behaviors as it pertains to career advancement for teleworkers could potentially
provide valuable information that may lead to discussions for relevant solutions within current
telework programs. Moreover, understanding the differences in leadership behaviors between
career development in a virtual environment versus that of a traditional setting could increase the
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leader’s awareness and ability to develop teleworking employees for career growth. Lastly, this
study may contribute to current research by identifying changes in strategies and behaviors that
improve career development strategies in a virtual environment.
A Review of Professional and Academic Literature
The subject of leadership in telework has received great attention in literature, most
notably in areas of leadership style and its influence on performance and job satisfaction (Belias
& Koustelios, 2014; Dahlstrom, 2013; Golden & Eddleston, 2019; Maruyama & Tietze, 2012;
Torten et al., 2016). Belias and Koustelios (2014) described job satisfaction as the difference
between employee expectations and reality concerning job outcomes. Moreover, experts in job
satisfaction and turnover research (Belias & Koustelios, 2014; Guan et al., 2017; Torten et al.,
2016; Tschopp et al., 2014) agreed that an individual’s attitude and expectations for career
advancement greatly influences job satisfaction and turnover intentions. Within literature,
researchers argue that increasing shifts toward telework leads to deficient career advancement
opportunities that are incommensurate with the effort required to prove one’s devotion to work
(Felstead et al., 2003; Golden & Eddleston, 2019; Maruyama & Tietze, 2012). This study is set
to explore the leadership behaviors and styles that impact career advancement and its subsequent
effect on turnover intentions. Apropos of leadership in the telework environment, Dahlstrom
(2013) found that the study of leader behaviors is more important that the study of leader traits;
therefore, the focal point of this study is the impact of leader behaviors on developmental
opportunities and consideration for career advancement.
As a general framework, this literature review includes an analysis of seminal work and
current literature using a compilation of data retrieved from academic and scholarly sources. The
electronic database search strategy for this review includes the use of Google Scholar and the
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Jerry Falwell Library provided by Liberty University. These engines were accessed to search for
peer-reviewed journal articles involving concepts related to telework career advancement
opportunities and leadership behaviors within a variety of industries. The search was extended to
sources related to the implications of telework on job satisfaction. The following search terms
were used: career advancement, implications of telework on career advancement, leadership
behavior, and job satisfaction. For the purpose of this study, the time range was limited to studies
published within five years of writing this literature review (specifically, articles published
during or after 2015). Exceptions were made for frequently cited works published before the
allotted timeframe.
The literature review begins with the current state and history of telework and progresses
through the conceptual framework supported by path-goal theory, transactional leadership,
situational leadership, and associated leader behaviors related to the teleworker’s needs and
goals. Using the tenants of path-goal theory, the researcher examines the literature on leadership
behaviors and how the follower’s motivational needs and environmental contexts influence the
effectiveness of the applied leadership style. According to Dyer and Wallace (2017), path-goal
leadership holds that the leader’s primary function is to bolster positive outcomes and rewards by
establishing an unobstructed path to goal achievement (i.e., clarifying objectives, eliminating
obstacles, and improving job satisfaction). They further noted that the leader’s effectiveness
depends on various situational factors and employee characteristics. Withing this study, path goal
theory will be discussed in terms of four leader behaviors (directive, supportive, participative,
and achievement-oriented) and the situational moderators (employee characteristics,
environmental characteristics) that influence the leader’s effectiveness under an applied
approach.
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The reward feature of path-goal theory is also present in transactional leadership (Bass,
1985; Bass et al., 2003; Burns, 1978; Gordon, 2017; Zareen et al., 2015). Within transactional
leadership, contingent rewards are afforded to employees who satisfy performance goals (Sosik
& Jung, 2018). Similar to path-goal leadership, leaders using contingent reward behaviors define
a clear path for followers to accomplish set goals (House, 1971; Northouse, 2016; Sosik & Jung,
2018). In addition, Hussain et al. (2017) posited that transactional leadership behaviors set the
foundation for specifying expectations, negotiating contracts, clarify responsibility, and
providing rewards and recognition for expected performance between leader and follower. This
style of leadership satisfies the subordinate’s needs through recognition or exchange behaviors
after fulfilling the agreed upon objectives and goals as established by the leader (Hussain et al.,
2017). To further understand the impact of leadership behaviors in terms of performance-reward
exchange, literature on the contingent rewards and management by exception are explored as
constructs of transactional leadership.
In another way, path-goal leadership resonates with situational leadership. The most
apparent connection between the two is the expectation for leaders to adapt their behaviors to
meet the follower’s needs in varying situations (Blanchard, 1985; Carroll, 2017; Dyer &
Wallace, 2017; Hersey et al., 2001; House, 1971; Northouse, 2016). The main premise in
situational leadership is that no single best leadership style exists and that common approaches
must be modified to match the characteristics of the follower (Carter et al., 2015; Ghasabeh et
al., 2015). Literature on how situational leadership styles (e.g., telling, selling, participating, and
delegating) in relation to the follower’s readiness level influence the perception of career
advancement among teleworkers is examined in this review.
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To better understand the impact of leader behaviors on career advancement in the
telework environment, the major impediments to career advancement must be considered. This
study will explore three major barriers to career advancement in telework: isolation, role
ambiguity, and work intensification. Marineau (2017) asserted that high performers are
sometimes passed over for promotion when operating outside of the primary office. Experts
(Golden & Eddleston, 2019; Nakrošienė et al., 2019; Vega et al., 2015) revealed that telework
has the propensity to diminish career growth opportunities as a result of isolation and role
ambiguity. Moreover, Sewell and Taskin (2015) highlighted that isolation from telework often
leads to overcompensation to create a virtual presence that prevents exclusion from decisionmaking activities. The relationship between work intensification and commitment has been
investigated in the telework arena finding that telework may have positive implications on
organizational commitment, but it comes at the cost of increased work extensivity and intensity
(Felstead & Henseke, 2017). Moreover, Birdie and Jain (2015) asserted that physical distance
and infrequent communication between the leaders and teleworker leads to role ambiguity which
negatively impacts career advancement.
Present State of Telework
According to Matos and Galinsky (2015), telework research is a collection of
nonexperimental studies conducted on people in their existing jobs, most of which is absent
standardized control groups for testing various ideas. The authors further stated that compiling
and analyzing data from multiple studies is the only way to truly evaluate telework outcomes
with different variables and examine the limitations of one’s assumptions. Furthermore, the
undertakings by practitioners to build upon present literature created a way for researchers to
examine the effects of shifts in how, when, and where telework occurs (Allen et al., 2015; Bloom
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et al., 2013; Boell et al., 2016; Chithambo, 2011; Matos & Galinsky, 2015). Matos and Galinsky
(2015) emphasized that telework research provides a balanced view to counter the proponents
who espouse telework as a universal remedy to various issues such as traffic congestions, gender
equality in work, and work-family balance, and the pessimists who maintain that it automatically
impedes collaboration and innovation.
Trends in telework show that it continues to receive national attention (Allen et al., 2015;
Bloom et al., 2013; Gallardo & Whitacre, 2018; Kane & Tomer, 2015; Strauss, 2016). Bloom et
al. (2013) posited that significantly more employees are working from home-based offices aiding
in individual, organizational, and environmental improvements. A recent data analysis of the 100
largest U.S. metropolitan areas by Brookings Institution discovered that commuting patterns are
changing (Kane & Tomer, 2015). In addition, Chithambo (2011) noted that the number of
teleworkers in the United States increased from four million in 1995 to 23.6 million in the year
2000. According to Strauss (2016), the number of U.S. employees that telework at least part of
the time, apart from those that are self-employed, increased by over 100% within the past 20
years. Moreover, Brumm (2016) reported that 40% of the U.S. workforce fulfills at least a
portion of their work duties remotely. With that, industries including finance, information
technology, and transportation have experienced a substantial growth in teleworking
opportunities in recent years (Mann & Adkins, 2017). Mayo et al. (2016) posited that leaders and
employees that are predominantly “white collared” in nature more commonly use telework. This
includes knowledge-based workers and those with higher degrees of education (Mayo et al.,
2016).
Although it appears that telework adoption is steadily increasing, research remains
divergent within extant literature and public statistics (Allen et al., 2015; Boell et al., 2016).
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Although the bulk of reviewed literature showed an uptrend in telework utilization, the Bureau of
Labor Statistics American Time Use Survey (ATUS) reported a two percent decrease in the
number of U.S. teleworkers. Similarly, Matos and Galinsky (2015) reported that telework usage
decreased from 31% to 23% between the years 2005 and 2008. Moreover, Boell et al. (2016)
asserted that the absorption of telework has been slower than predicted. Experts presumed that
leading technology companies such as Hewlett Packard and Yahoo! would spearhead the
telework initiative however both companies either restricted employee participation or abolished
the program entirely (Messenger & Gschwind, 2016). According to Boell et al. (2016), variations
in the definition of telework or work itself caused inconsistencies in statistical data. Researchers
highlighted that the emergence of new telework definitions from innovative technologies and
new types of telework complicate the ability to conduct comparable studies (Boell et al., 2016;
Thulin et al., 2019). According to Spector (2017), ATUS and similar polling agencies do not
accurately capture the condition of telework because they often include self-employed and adhoc telework which encompasses those who take work home to complete outside of normal duty
hours.
History of Telework
The background and legislative framework for establishing telework began nearly three
decades ago in response to transportation concerns and broadened into an influential recruitment
and retention tool (Allen et al., 2015; Chiru, 2017; Waters, 2015). The term telecommuting
initially appeared in Jack Nilles’s (1975) article addressing developments that impact traditional
urban structures. Nilles also proposed telecommuting as an alternative to transportation and
scarce nonrenewable resources (Nilles et al., 1976). This original work occurred before the
advent of the Internet and defined telework as a “network” with telecommunications and
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computational elements which provided opportunities for employees to work in offices closer to
home (Gallardo & Whitacre, 2018). Information technology was not sophisticated enough to
place an emphasis on home-based offices therefore much of the early concepts relied on the use
of satellite offices (Gallardo & Whitacre, 2018).
According to Chiru (2017), the United States is among the most advanced countries for
telework adoption having a legislative basis for providing and regulating such programs.
Congressional interest in proliferating telework among executive organizations began with
Public Law 106-346, Department of Transportation and Related Agencies Appropriations Act of
2001, which required agencies to institute policies under which eligible employees could
participate in telework programs to the maximum extent practicable without diminishing
performance (Department of Transportation and Related Agencies Appropriations Act, 2000).
What is more, years of legislative activity culminated in 2010 when President Barak Obama
signed the Telework Enactment Act into law (Chiru, 2017). This act and its provisions outlined
the requirements for telework including specified roles in managing programs, training
standards, expectations for policy guidance and reporting, and provided a framework for
leveraging technology to maximize utilization.
That said, researchers give credit to technological advancements for the growth of
telework among the U.S. workforce (Chithambo, 2011; Karis et al., 2016; Messenger &
Gschwind, 2016; Picu & Dinu, 2016; Waters, 2015). Karis et al. (2016) noted that technology
improves the organization’s ability to engage the best talent by allowing employers to recruit
highly skilled candidates without regard to their location. This allows organizational leaders to
concentrate efforts on critical skills and best practices within the workforce unhindered by
geographical boundaries (Picu & Dinu, 2016). According to Allen et al. (2015), affordable
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technology that facilitates mobile connections is pivotal in increasing the availability of telework
for employees worldwide. Messenger and Gschwind (2016) supported this notion through their
own study that investigates the effects of ICTs on telework. They found that technological
advancements fostered the evolution of telework in three separate stages (home office, mobile
office, and virtual office) in what they called “the three generations of telework” (Messenger &
Gschwind, 2016, p. 196). Through this technology, users could quickly access and store data
over the Internet; share capabilities and resources; and check emails, messages, stock trades, and
so on simultaneously from smaller handheld devices (Ghilic-Micu & Stoica, 2016).
Concepts
The conceptual framework in this study explains the natural progression of the
phenomenon and how the research problem will be explored. It is connected to the concepts,
theories, and empirical research used to promote the knowledge espoused within this study.
Moreover, it provides an integrated method of viewing the problem and presents a visual display
of how the ideas within this study relate to one another.
This study integrates three leadership theories (path-goal leadership, transactional
leadership, and situational leadership) and their relationship to career advancement within the
telework environment. Path-goal theory focuses on leadership behaviors that influence
motivation, satisfaction, and performance to accomplish set goals (Bickle, 2017; Dyer &
Wallace, 2017; Jeanes, 2019; Northouse, 2016). In such, leaders consider follower and
environmental characteristics to determine the most appropriate leader behavior (Jeanes, 2019).
Path-goal theory closely resonates with many other theories of leadership including transactional
leadership and situational leadership. For example, both path-goal theory and transactional
leadership focus on achieving established objectives (Bass et al., 2003; Northouse, 2016). Under
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both models, leaders create comprehensible goals for the follower in which rewards are
resultantly offered (Bass et al., 2003; Northouse, 2016).
The similarities between path-goal theory and situational leadership include the belief
that a single leadership style will rarely work in all situations (Hersey & Blanchard, 1977, 1988;
Hersey et al., 2008, 2013; House, 1996; Jeanes, 2019). Situational leadership experts (Blanchard,
1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey & Blanchard, 1977, 1988; Hersey et
al., 2008, 2013) noted that there is no single best way to influence individuals or groups to
accomplish goals; therefore, the leader must adapt their behaviors to meet the follower’s needs in
varying situations. Similarly, scholars of path-goal theory (Bickle, 2017; Dyer & Wallace, 2017;
Jeanes, 2019; Northouse, 2016) explained that a “best suited” leadership style exists but is
contingent upon and specific to the follower’s motivation and is influenced by follower and
environmental characteristics. The following sections will delve into path-goal theory,
transactional leadership, and situational leadership.
Path-Goal Theory. Building on Victor Vroom’s (1964) expectancy theory of motivation,
the path-goal theory holds that leader effectiveness and behaviors are contingent upon employee
motivation, satisfaction, and performance (Bickle, 2017; Dyer & Wallace, 2017; Jeanes, 2019;
Northouse, 2016). The path-goal theory was developed by Robert House (1971) who sought to
identify the leadership style best suited to enhance employee motivation and performance by
determining the employee’s characteristics (i.e., experience, task-related abilities, and locus of
control) and the environmental contexts that moderate the leader behavior-outcome relationship
(Jeanes, 2019). According to Dyer and Wallace (2017), effective leaders simplify work processes
by complementing environmental and employee characteristics. Moreover, path-goal theory was
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developed as a model to encourage employees to accomplish designated goals (Northouse, 2016)
and emphasizes the relationship between the leader, follower, and task (Bickle, 2017).
Leadership training programs, improving one’s path-goal leadership for example, have
not been developed from the path-goal theory (Northouse, 2016). Rather, path-goal theory offers
comprehensive knowledge that can be applied to improve leadership in ongoing settings. It
provides a general set of recommendations based on employee and task characteristics for how
leaders should act in various situations (Northouse, 2016). Specifically, it informs leaders when
to be directive, supportive, participative, or achievement oriented. Path-goal theory assumes that
leaders are flexible and able to adjust according to situational demands (Northouse, 2016).
Moreover, changes in leadership style are predicated by employee and task characteristics.
According to Carroll (2017), employee satisfaction is contingent upon the leader’s performance
as a facilitator and the extent to which rewards are offered for effective performance. Within the
telework environment and specifically concerning employee career advancement as a component
of job satisfaction, path-goal theory may be effectively used.
Using path-goal theory, experts argue that there is a “best suited” leadership style based
on the employee’s motivation (Jeanes, 2019). In the seminal paper (House, 1971), leader
behavior was dichotomized into two general classes: path-goal clarifying behaviors and
behaviors aimed at satisfying the subordinate employee’s needs. According to House (1996),
these behaviors were only generally defined, not operationally as a component of the theory;
therefore, testing these components through preexisting Ohio State measures of leader “initiating
structure” and “consideration” only provided approximations as a result. Subsequently, House
and Mitchell (1974) defined four leader behaviors as directive, supportive, participative, and
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achievement oriented in more specific terms. Figure 2 delineates the basic design of path-goal
theory.
Figure 2 Path-Goal Theory. Reprinted from Path Goal Employer Services, 2019,
https://pathgoal.com/path-goal-theory. Copyright 2019 by PathGoal Employer Services.
Removed to comply with copyright
In this review, path-goal theory is discussed by in terms of leader behaviors and
situational moderators which include environmental and employee characteristics. Leadership
behavior is subdivided into four main constructs: directive, supportive, participative, and
achievement oriented (House & Mitchell, 1974). Directive leader behaviors refers to a situation
in which the leader explains how to accomplish given tasks (House & Mitchell, 1974). House
and Mitchell described supportive leader behaviors as behaviors that satisfy the human needs and
well-being of the follower. Northouse (2013) noted that participative leaders invite consult
subordinates to obtain their opinion and ideas, thus allowing them to participate in decisionmaking activities. Finally, achievement-oriented behaviors are best suited for employees that
have elevated expectations for themselves and desire to be challenged (Bickle, 2017). These
constructs remain relevant to this study by exploring the various leadership styles and the
differences that successfully support career advancement among teleworkers. Situational
moderators are discussed to understand the influence that employee and environmental
characteristics have on the leader’s effectiveness under any given leadership approach.
Situational moderators are discussed in terms of employee characteristics and environmental, or
task, characteristics.
Directive Path-Goal Clarifying Leader Behavior. According to House and Mitchell
(1974), directive leader behavior refers to a situation in which the leader explains what is
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expected of the employee and how to perform a given task. Bickle (2017) reported that the
directive style is most effective in situations in which tasks are complex, ambiguous, and have
unclear boundaries. The directive leader behavior is similar to the “telling” leadership style in
situational leadership (Northouse, 2016). Nonauthoritarian and nonpunitive directive behavior
was emphasized in the seminal path-goal theory to reduce role ambiguity, clarify employee
perceptions concerning the extent to which their effort would result in goal attainment, and the
degree to which their efforts will be extrinsically rewarded through recognition by leaders,
monetary increases, advancement, and the like (House, 1996).
According to path-goal theory, leaders are most effective when their approach
complement the characteristics of the employee and the environment (Bickle, 2017; Dyer &
Wallace, 2017; House, 1996; Northouse, 2016). Researchers characterize teleworkers as highly
skilled, have a higher degree of education (Enslin & Schulz, 2015; Groen et al., 2018; Sewell &
Taskin, 2015), and autonomously motivated (Sewell & Taskin, 2015; Weinert et al., 2015).
Moreover, telework is afforded to employees who are reliable and trusted by leaders as a result
of previous performance (Weinert et al., 2015). Given the typical characteristics of the
teleworker, path-goal theory suggest that directive leader behaviors are counterintuitive to job
satisfaction. This is relevant to this study as the purpose is to identify leadership behaviors that
promote the career advancement needs of teleworkers. This study is set to explore how directive
leadership behaviors influence career advancement, or the perception of career advancement
opportunities in the telework environment.
Supportive Leader Behavior. Supportive behavior is directed toward satisfying the needs
of the employee (Bickle, 2017; Dyer & Wallace, 2017; Malik, 2013; Northouse, 2016; Rana et
al., 2019). According to Malik (2013), supportive leaders respond to the human needs and well-
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being of the subordinate employee by showing concern. Northouse (2016) added that supportive
leaders are characterized by friendliness, approachability, and mutual respect. In addition, Bickle
(2017) noted that nurturance and support is provided as required to bolster the employee’s
motivation. This researcher found that supportive leadership is effective when employees are
unsatisfied, and tasks are mundane, unchallenging, and repetitive. Similarly, Dyer and Wallace
(2017) asserted that supportive leader behaviors are best suited for situations in which work is
stressful, dull, or hazardous. According to path-goal theory, a subordinate with a strong need for
affiliation would prefer supportive leader behaviors as concern and friendliness serve as a source
of satisfaction. Moreover, Rana et al. (2019) posited that supportive leadership is appropriate
when employees maintain an internal locus of control with prominent levels of confidence in
their performance capabilities.
Similarly, Bae et al. (2019) found that supportive leadership behaviors reduce
nonparticipation in telework programs. In the telework environment, employees tend to take
control over how tasks are performed (Beauregard et al., 2018; Costa et al., 2018; Peters et al.,
2016; Vega et al., 2015). Rana et al. (2019) found that supportive leadership styles complement
employees who tend to desire control over task performance and reject autocratic authority. Rana
et al noted that supportive leadership, when applied appropriately, results in greater job
satisfaction.
In addition, Lapierre et al. (2015) posited that the possibility gaining support from leaders
decreases in the telework environment. Weinert et al. (2015) found that telework characteristics
influence telework-enabled stressors that increases work-exhaustion and turnover intentions.
According to path-goal theory, supportive leader behaviors help employees accomplish goals in
stressful environments (Dyer & Wallace, 2017). Given the characteristics of the telework
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environment it can be suggested that the lack of supportive leadership behaviors contributes to
the teleworkers concerns. Like directive leadership, supportive leadership relates to this study is
that it is a leadership behavior that has the propensity to impact career advancement among
teleworkers as it influences job satisfaction and turnover intentions.
Participative Leader Behavior. Participative leaders create an environment that invites
subordinate employees to be active in decision-making and task planning (Bickle, 2017; Dyer &
Wallace, 2017; Northouse, 2016; Rana et al., 2019). Likewise, leadership experts and
participative leaders welcome ideas and opinions from subordinates and integrate their
suggestions into organizational decisions (Dyer & Wallace, 2017; Northouse, 2013; Rana et al.,
2019; Yukl, 2015). Bickle (2017) asserted that employees are generally self-sufficient and desire
control and clarity when completing tasks. Because subordinate employees are often
autonomously motivated, participative leader behaviors are effective when tasks are ambiguous
and unstructured (Bickle, 2017). Likewise, participative leadership behaviors are considered the
most effective when employees are autonomously motivated (Bickle, 2017).
Teleworkers have reported experiencing low job satisfaction and increased stress due to
the lack of face-to-face interaction, miscommunication, and role ambiguity (Beauregard et al.,
2019; Golden & Eddleston, 2019; Nakrošienė et al., 2019; Sewell & Taskin, 2015; Vega et al.,
2015). Dissatisfaction among teleworkers leads to increased turnover intentions (Golden &
Eddleston, 2019; Torten et al., 2016). Researchers suggest that participative leaders promote
joint decision-making (Dyer & Wallace, 2017; Northouse, 2013; Rana et al., 2019). Given the
typical characteristics of teleworking employees, participative leader behaviors will likely
increase motivation, commitment, job satisfaction and the effectiveness of teleworking
employees (Rana et al., 2019). This study is aimed at understanding the influence of various

43
leadership behaviors that support career advancement among telework, thus, participative leader
behaviors will be incorporated.
Achievement-Oriented Behavior. The achievement-oriented leader behavior applies
when employees have elevated expectations for themselves and desire to be challenged (Bickle,
2017). In the same way, leaders apply achievement-oriented behaviors when they have elevated
expectations for the subordinate employee and set challenging goals (Malik, 2013). In return, the
employee generally expects recognition for the accomplished work (Carroll, 2017). According to
Northouse (2016), leaders using achievement-oriented behaviors display a high degree of
confidence that subordinates are capable of setting and accomplishing challenging goals; thus,
elevated standards of excellence are set for subordinates to continuously improve.
According to Sewell and Taskin (2015), teleworkers often overcompensating to create a
virtual presence in the workplace to prevent exclusion from decision-making activities and
stretch assignments. This suggests that teleworkers are inclined to be challenged and to
participate in decision-making activities that impact the employee’s career. Given these
characteristics, achievement-oriented behaviors maximize the leader’s effectiveness. Like
participative leaders, achievement-oriented may have a positive impact on career advancement
among teleworkers therefore it is relevant to this study.
Situational Moderators. Within the path-goal theory, two general boundary conditions
influence leadership effects on employees: employee characteristics and environmental (task)
characteristics (Dyer & Wallace, 2017). The employee characteristics involve goal orientation,
cognitive ability, stress, authoritarianism, and locus of control. The environmental characteristics
include role ambiguity, work autonomy, task structure and interdependence, task demands, and
scope. Leaders influence employee perceptions and drive them toward goal accomplishment by
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clarifying roles, expectations and standards while applying one of the four leadership styles
discussed above and considering various situational factors (Dyer & Wallace, 2017).
Employee Characteristics. Researchers have concentrated on employee needs for
affiliation, locus of control, preferences in structure, and self-perceived task ability and found
that these employee characteristics, among others, determine how leader behaviors are
interpreted in a particular work setting (Northouse, 2016). Moreover, Northouse (2016) added
that these characteristics influence the employee’s perception of the leader’s behavior as a source
of satisfaction. According to path-goal theory, a subordinate with a strong need for affiliation
would prefer supportive leader behaviors as concern and friendliness serve as a source of
satisfaction. Path-goal theory suggests directive leadership for employees who are dogmatic,
authoritarian, and are working in uncertain situations. Directive leadership provides the
psychological structure and task clarity needed in this situation (Northouse, 2016).
The employee’s need for control can be dichotomized in two groups: internal and
external locus of control. According to Northouse (2016), employees with an internal locus of
control believe that they control life events while those who maintain an external locus of control
believe that fate or other outside forces decide life events. Those who maintain an internal locus
of control feel more satisfied with participative leadership as it allows the employee to be in
charge of their work. Conversely, directive leader behaviors are more suitable for employees
with an external locus of control because the environment is uncertain (Dyer & Wallace, 2017).
Northouse (2016) identified a final area in which leaders affect motivation as the
employee’s perceptions of their task-related abilities. He adds that increases in self-perceived
ability and confidence decrease the need for directive leadership. Moreover, directive leadership
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becomes redundant and overly controlling for employee’s who feel competent to complete the
task independently (Northouse, 2016).
Environmental Characteristics. Environmental characteristics are those outside of the
follower’s control including task structure and authority systems. Environmental factors should
be considered to maximize employee outcomes (Dyer & Wallace, 2017). Northouse (2016)
asserted that situations in which clearly structured tasks and established authority systems are
present, employees will recognize paths to the desired goal and will not need clarification or
coaching from leaders. Moreover, he noted that excessive coaching and direction from leaders
may be perceived as unnecessary and unempathetic in this situation. Conversely, tasks that are
unclear and ambiguous require leadership behaviors that provide structure (Northouse, 2016).
A unique focus of path-goal theory is guiding employees on paths that are unobstructed
by barriers (Northouse, 2016). Such barriers increase frustration and cause threats for the
employee (Northouse, 2016). Moreover, the function of the leader is to provide linkages between
effort and goal attainment when a clear causal linkage is not provided by the environment
(House, 1996). Further, it is the leader’s function to clarify perceptions regarding the existence of
such linkages in the event that it is not recognized by the employee (House, 1996).
Reformulation. Experts in path-goal theory posited that the increased usage of teams
within organizations caused researchers to modify the way they think about organizational
behaviors and related research (Dyer & Wallace, 2017; House, 1996; Jeanes, 2019; Northouse,
2013). In 1996, House reformulated his path-goal theory, however the original premises
remained the same. In the revised version, House defined five axioms believed to be true:
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1. Leader behavior is acceptable and satisfying to subordinate employees only to the
extent that the employee perceives such behavior as essential for achieving present
work-related goals or instrument to future goal attainment.
2. Leader behaviors will enhance the subordinate employee’s goal acquisition only to
the extent that such behaviors improve the subordinate’s motivation; enhances the
subordinate’s task ability; provides guidance and removes obstacles; and provides
adequate resources necessary for effective performance.
3. Leader behaviors will improve the subordinate employee’s motivation to the extent
that such behaviors connect goal attainment to the employee’s needs, provides
resources and makes the task intrinsically satisfying, ensures rewards are contingent
upon goal attainment, and provides support for the employees intrinsic and extrinsic
psychological needs.
4. Leader behaviors will improve the subordinate employee’s task ability to the extent
that leaders engage in developing the employee and modeling behaviors relevant to
the task.
5. Leader behaviors will enhance the organization’s performance to the extent that such
behaviors provide adequate resources; promotes collaborative relationships between
work unit members; supports positive relationships between organizational units and
the larger organization and enhances the perceived legitimacy of the organizational
unit by other organizational members (House, 1996).
Summary of Path-Goal Theory. Path-goal theory is theoretically complex and pragmatic
(Northouse, 2016). In a practical sense, it is fairly straightforward. The primary philosophy is
that effective leaders respond to the subordinate employee’s needs. The leader is responsible for
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assisting employees in defining goals and a path to achieve those goals (Northouse, 2016). When
obstacle occur, the leader either guides the subordinate in creating a path around it or removing
the obstacle completely. Leaders help subordinates achieve their goals by coaching, directing,
and guiding them throughout the process. Based on the premise that the leader’s role is to help
the employee eliminate or find paths around obstacles, one should consider leader behaviors that
aid in alleviating perceived obstacles concerning career advancement in telework. Those
obstacles include isolation, role ambiguity, and work intensification.
According to path-goal theory, leader behaviors are most effective when they
complement the characteristics of the employee and the environment (Dyer & Wallace, 2017;
House, 1996; Northouse, 2016). Researchers characterize teleworkers as highly skilled, have a
higher degree of education (Groen et al., 2018), and autonomously motivated (Weinert et al.,
2015). According to Weinert et al. (2015), telework is afforded to employees who are reliable
and trusted by leaders as a result of previous performance. Given the typical characteristics of the
teleworker, path-goal theory suggest that directive leader behaviors are counterintuitive to job
satisfaction. Alternately, participative leadership behaviors are considered the most effective
when employees are autonomously motivated, and tasks are ambiguous (Bickle, 2017).
Moreover, Lapierre et al. (2015) posited that the possibility gaining support from leaders
decreases in the telework environment. Weinert et al. (2015) found that telework characteristics
influence telework-enabled stressors that increases work-exhaustion and turnover intentions.
According to path-goal theory, supportive leader behaviors help employees accomplish goals in
stressful environments (Dyer & Wallace, 2017). Given the characteristics of the telework
environment it can be suggested that the lack of supportive leadership behaviors contributes to
the teleworkers concerns.
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Similarly, achievement-oriented leadership behaviors are most appropriate when the
leader and employee have elevated expectations for performance (Bickle, 2017). These
employees are further characterized by a desire to be challenged. According to Sewell and
Taskin (2015), teleworkers often overcompensating to create a virtual presence in the workplace
to prevent exclusion from decision-making activities and stretch assignments. This suggests that
teleworkers are inclined to be challenged and to participate in decision-making activities that
impact the employee’s career. Given these characteristics, achievement oriented and participative
leadership behaviors maximize the leader’s effectiveness.
Transactional Leadership. Much of early leadership research focuses primarily on
transactional behaviors (Bass, 1985; Bass et al., 2003; Gordon, 2017; Prasad & Junni, 2016;
Zareen et al., 2015). Prior to the insertion of transformational leadership (Bass, 1985; Burns,
1978) into literature, transactional leadership was highly regarded as the most effective model of
organizational leadership (Gordon, 2017; Prasad & Junni, 2016; Zareen et al., 2015).
Transactional leadership is defined as a process of short-term social exchanges between leaders
and followers based on contingent reinforcement of standards through either rewards or
retribution (Bass et al., 2003; Burns, 1978). Bass et al. (2003) indicated that transactional
leadership appeals to the employee’s self-interests and concentrates on extrinsic needs by
building an explicit exchange relationship. It involves management characteristics such as setting
clear expectations and providing constructive feedback (Bass et al., 2003). Moreover, Burns
(1978) stated that employees receive rewards or retribution based upon effort. This is significant
to the leadership archetype as scholars found that employees are not often self-motivated, but
rather moved by rewards and penalties (Bargau, 2015). Under this leadership theory, leaders can
complete required tasks, direct follower behaviors toward a common goal, and maintain the
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organizational structure (Martin, 2015). This approach is most suitable for situations in which
clear objectives are necessary.
Within literature, it is widely acknowledged that the transactional leadership paradigm
includes three main constructs: contingent reward, active management by exception, and passive
management by exception (Gordon, 2017; Zareen et al., 2015). Contingent reward refers to the
set goals and reward employees for satisfactory performance (Bass, 1985; Bass et al., 2003;
Gordon, 2017; Prasad & Junni, 2016). Management by exception is divided into active and
passive management (Avolio et al., 1999; Moore & Newsome, 2019; Robinson & Boies, 2016).
The constructs of transactional leadership are debatable as some scholars (Avolio et al., 1999;
Den Hartog et al., 1997; Robinson & Boies, 2016) note only two: contingent reward and
management by exception. According to Den Hartog et al. (1997), passive management by
exception did not positively correlate with transactional leadership behaviors therefore it was
excluded from the authors’ version. For the purpose of this study, management by exception will
be discussed as a single construct following contingent reward.
Contingent Reward. Contingent reward corresponds to the extent in which leaders set
and clarify goals and reward employees for satisfactory performance (Prasad & Junni, 2016).
Moreover, it ensures that employees are aware of the expectations and fosters commitment of
organizational members to accomplish specific tasks (Prasad & Junni, 2016). According to Sosik
and Jung (2018), leaders can assist employees in reaching performance goals by displaying
contingent reward behaviors which serves as a road map. In addition, they noted that employees
need an idea of how to accomplish objectives therefore clarifying expectations becomes a vital
component in initiating constructive transactions.
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Robinson and Boies (2016) conducted a study to compare the effects of transformational
leadership and transactional leadership on performance, effort, and task enjoyment. They
investigated single components of each model using intellectual stimulation (transformational)
and contingent reward (transactional) to develop their conclusion. These researchers performed
two separate studies, the first with 78 participants and the second with 158, through which
several differences emerged. Across both studies, participants in the contingent reward condition
outperformed those in the intellectual stimulation condition in terms of generating ideas.
Moreover, both the intellectual stimulation and contingent reward study groups showed
increased willingness to provide extra effort when compared to the control group. Lastly, task
enjoyment was higher among contingent reward participants in the first study, but no significant
differences emerged in the second study. By examining the different leadership types against the
control group, the researchers emphasized the potential positive implications of contingent
reward on task outcomes.
The constructs of transactional leadership are similar in the area of performance-reward
exchange. For the purpose of this study, the constructs of path-goal theory and transactional
leadership are set to provide answers to the first two research questions. Within the realm of
telework, a major complaint is that career advancement opportunities are incommensurate with
the workers level of effort (Church, 2015; Felstead et al., 2003; Golden & Eddleston, 2019;
Maruyama & Tietze, 2012). It has been reported that some leaders treat telework as a reward for
achieving performance goals and consider it satisfactory for meeting the reward expectation
(Church, 2015).
Glass and Noonan (2016) organized a study comparing weekly hours spent teleworking
with promotions and salary growth. The researchers obtained data using sampling weights from
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the National Longitudinal Study of Youth (NLSY) from 1989-2008. They found that within the
first 40 hours of work, onsite workers’ and teleworkers’ earnings were comparable; however, in
the case of overtime, earnings were drastically greater for onsite workers than teleworkers.
Further, Glass and Noonan (2016) presuppose that the willingness to allow unpaid overtime may
generate stronger salary increases in subsequent years. The researchers conjecture similar growth
patterns for promotion and prior work devotion. In another study, Hoornweg et al. (2016) found
a curvilinear relationship between the extent of telework and promotion and salary growth. They
noted that the outcomes leveled off or even decreased with heightened levels of telework. The
growing research corpus that suggests teleworking on a part-time rather than full-time basis
provides the best outcomes for both the organization and employee supports this notion
(Beauregard et al., 2018; Vega et al., 2015).
Management by Exception. Concerning management by exception, Moore and
Newsome (2019) defined the active approach as one in which followers are monitored and
controlled through forced compliance with expectations for performance and behavioral norms,
rules, and regulations. According to these authors, active management by exception derived from
Frederick Winslow Taylor’s initiative to improve organizational efficiency through active
supervision, observation, and comprehensive instruction. Through this initiative, researchers
found it necessary to focus on areas of exception including noncompliance among personnel and
processes, mistakes, and deficient performance (Moore & Newsome, 2019). With this
philosophy as a foundation, active management by exception behaviors aim to find and remove
exceptions before or immediately after they appear (Moore & Newsome, 2019).
Alternatively, passive management by exception is an approach which requires leaders to
intervene only when necessary to correct errors or substandard performance (Gordon, 2017).
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According to Moore and Newsome (2019), management by exception disencumbers managers
from monitoring employees and allows them to manage other business operations. Hasson et al.
(2019) performed a study comparing the effects of self-other agreement (SOA) on passive
leadership. According to the researchers, SOA reflects the leader’s self-awareness in terms of
leadership capabilities and performance. Surveying 76 leaders and 211 subordinate employees,
the researchers found that SOA or disagreement negatively impacted subordinate employee
performance under the passive management by exception leadership style.
Gordon (2017) reported that transactional leaders fail to empower employees although
they adopt a consultative approach. Focusing on the process means that transactional leaders pay
close attention to efficiency therefore this approach is most appropriate in steady and predictable
environments (Bass, 1985). Consequently, the emphasis on processes, rewards, and exceptions
may cause short-sightedness among leaders thus hindering the leader’s ability to drive change
(Gordon, 2017).
Summary of Transactional Leadership. Transactional leadership has been reported to
have beneficial outcomes related to job satisfaction (Berkovich & Eyal, 2019; Golden &
Eddleston, 2019; Gordon, 2017; Hartley et al., 2019; Moore & Newsome, 2019). Berkovich and
Eyal (2019) posited that transactional leaders can measure employee success against the
organization’s existing reward-penalty system. Some researchers argue transactional leadership
behaviors can enhance employee outcomes in the telework environment (Hartley et al., 2019). In
contrast, researchers also contend that proximal distance and virtual communication attenuate the
effects of this leadership style as it drastically reduces the leader’s ability to monitor the
teleworker’s daily activities (Sewell & Taskin, 2015). Although arguments exist for both
augmenting and attenuating effects of transactional leadership, contingent reward has been
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shown to more effective in the telework environment that opposing models (Robinson & Boies,
2016). According to Bloom et al. (2013), studies showed that teleworkers worked longer hours
and with more effort however they were less likely to receive a promotion. In this respect the
concern is that employees who are rarely seen within the traditional office are forgotten or
otherwise not considered for opportunities that may promote career advancement (Sewell &
Taskin, 2015). In the present study, transactional leadership, specifically contingent reward
behaviors, is incorporated to further evaluate its impact on career advancement.
Situational Leadership. Experts in situational leadership suggest that leadership is
situational, and that a single leadership style can be perceived differently in varying contexts
(Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Carter et al., 2015; Ghasabeh et
al., 2015; Vecchio & Thompson, 2017). Ghasabeh et al. (2015) noted that extant literature
highlights the need for leaders to alter leadership styles and behaviors to match individual
situations. They added that while some prevalent leadership principles are applicable, they must
be modified to match specific situations as they arise. Telework presents a unique situation
warranting specialized leadership approaches.
Situational leadership ties in with other contemporary workplace perspectives of effective
supervision, including (a) the use of minimal supervision and self-guided teams when employees
are sufficiently capable; (b) the notion that employee confidence, dedication, and
professionalism can replace leadership; and (c) the assertion that effective leaders encompass
both social intelligence and flexible behaviors (Vecchio & Thompson, 2017). The basis of the
situational leadership theory is that there is no single best way to influence individuals or groups
to accomplish goals; therefore, the leader must adapt their behaviors to meet the follower’s needs
in varying situations (Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey &
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Blanchard, 1977, 1988; Hersey et al., 2008, 2013). Hersey et al. (2013) described situational
leadership as an interplay between the amount of guidance and direction (task behaviors) a leader
provides; the level of socioemotional support (relationship behaviors) the leader offers; and the
performance readiness level of the individual. The leadership styles continuum (Hersey &
Blanchard, 1982; Hersey, 1985; Hersey et al., 2008) includes:
•

Style 1 (S1). The telling leadership style, also referred to as crisis leadership, is
characterized by a higher-than-average amount of task behaviors and a lower-thanaverage amount of relationship behavior.

•

Style 2 (S2). The selling leadership style is characterized by higher-than-average
amounts of both task and relationship behaviors.

•

Style 3 (S3). This participating leadership style is characterized by a lower-thanaverage amount of task behaviors and a higher-than-average amount of relationship
behaviors.

•

Style 4 (S4). The delegating leadership style is characterized by lower-than-average
amounts of both task and relationship behaviors.

The crucial variable in the leadership situation is the relationship between the leader and
the follower, and in order to maximize this relationship the leader should determine the taskspecific outcomes required of the follower (Hersey et al., 2008). This allows the leader to
determine the follower’s level of performance readiness, or the extent in which the follower
demonstrates an ability and willingness to accomplish the task (Hersey et al., 2008). That said,
performance readiness is dichotomized into two components—ability and willingness (Hersey et
al., 2008). Ability is defined as the demonstrated knowledge (task understanding), skill
(proficiency), and experience (ability gained through prior performance of the task) an individual
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brings to the given activity (Thompson & Vecchio, 2009). Likewise, willingness is defined as the
level of confidence (self-assurance), commitment (dedication), and motivation (desire) to
perform the task (Thompson & Vecchio, 2009). The continuum of performance readiness
(Hersey et al., 2008) includes:
•

Readiness level 1 (R1). The follower is unable to perform the task and lacks
confidence, or unable to perform the task and lacks commitment.

•

Readiness level 2 (R2). The follower is unable to perform the task but confident, or
unable to perform the task but motivated to try.

•

Readiness level 3 (R3). The follower is able perform the task but apprehensive about
doing it alone, or the follower is able but unwilling to apply it to the task.

•

Readiness level 4 (R4). The follower is able and confident about performing, or able
and committed to accomplishing the task.

Telling. The telling (S1) approach is the most appropriate leadership style for a follower
in R1. Followers in the R1 group are unable and insecure, or unable and unwilling (Blanchard,
1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey & Blanchard, 1977, 1988; Hersey et
al., 2008, 2013). Using the telling leadership style, leaders can provide task information in
inconsiderable amounts, reduce the fear of mistakes, focus on instructions, and provide step-bystep guidance for followers who are unable and insecure. Further, leaders can address followers
who are unable and unwilling by stating facts directly, reinforcing small improvements,
reinforcing consequences for nonperformance, and managing emotional levels.
Selling. The selling approach is the most appropriate for followers in the R2 readiness
group. In this group, followers are unable but confident or willing to try (Blanchard, 1985;
Blanchard et al., 1985; Blanchard et al., 1992; Hersey & Blanchard, 1977, 1988; Hersey et al.,
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2008, 2013). Leaders can use persuasion to obtain “buy-in,” check for task understanding,
explain the “why” and emphasize the “how” aspects, and explore related skills using the selling
approach. This differs from telling in that the leader is providing an opportunity for dialogue and
clarification for the purpose of obtaining buy-in from the follower.
Participating. The participating style is best suited for the third readiness level is R3 in
which the follower is has developed the ability to perform the task but lacks confidence or
willingness (Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey &
Blanchard, 1977, 1988; Hersey et al., 2008, 2013). The leader using the participating style for
able but insecure followers can be effective by establishing above-average amounts of supportive
and facilitative behaviors. This includes utilizing two-way or multiway communication, inviting
input from the follower, allowing follower-made decisions, and offering praise and confidence
building conversation. Alternatively, leaders can share decision-making responsibilities with
followers, offer “need to know” information, focus on results, and involve followers in the
consequences of nonperformance to increase commitment for able but unwilling followers.
Delegating. The delegating leadership style is appropriately matched to followers in the
R4 group (Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey & Blanchard,
1977, 1988; Hersey et al., 2008, 2013). R4 followers are those that are both able and confident or
willing. This leadership style includes observing and monitoring as opposed to providing specific
task instructions. Using the delegating style, leaders should resist overloading followers with
tasks and responsibilities, receive updates, encourage autonomy and freedom for risk taking, and
delegate activities.
The telework environment creates a unique situation in which leaders must adapt their
behaviors. Given the unique nature of telework, the relationship between the leader and
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employee may differ in some ways from that of in-office personnel, including behaviors that
support career advancement (Mackenzie, 2010; Walker, 2010). Employing the same leadership
style for both collocated and off-site employees is disadvantageous and can lead to employee
disengagement, conflict, and the redefining of people as a mere source of production (Morris,
2008; Zaccaro & Bader, 2003). The concept of situational leadership is that there is no single
best approach to leading, rather any leadership style can be more, or less, effective depending on
the situation (Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey &
Blanchard, 1977, 1988; Hersey et al., 2008, 2013). That said, telework is often offered as a
reward or form of career advancement for high performing employees (Church, 2015). This
suggests that there is an increased level of performance readiness among teleworkers therefore it
may prove beneficial to investigate the leader’s effectiveness among teleworkers through the lens
of situational leadership. The link between situational leadership and leadership in telework is
the leader’s ability to adapt their approach to match the telework situation in such a way that
sustains or improves the leader’s effectiveness.
Adaptations of Situational Leadership. Although this theory seems straight forward,
understanding the specifics can be challenging because the authors developed multiple versions
both together and individually. This leadership theory received a great degree of criticism that
encouraged the authors to make many revisions (see also Blanchard, 1985; Blanchard et al.,
1985; Blanchard et al., 1992; Hersey & Blanchard, 1977, 1988; Hersey et al., 2008, 2013).
According to Dugan (2017), scholars criticized situational leadership as a theory claiming that it
was only relatively precise, problematic, ambiguous, and largely based on informal theories;
therefore, the creators replaced theory with model. Hersey and Blanchard continued to revise the
model together until 1977 when they mutually agreed to run individual companies (Dugan,
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2017). From there, Hersey dropped model from the title, calling it Situational Leadership, while
Blanchard made further revisions to the model which was named

Situational Leadership II.

Through this process, the leadership model has undergone various changes in terminology
however the fundamental premise remains the same.
Summary of Situational Leadership. The premise of situational leadership is that no
single best leadership style exists, and that the leadership style applied should match the
employee’s readiness level (Carter et al., 2015). Moreover, the telework environment creates a
unique situation in which leaders must adapt their behaviors. Telework is often offered as a
reward or form of career advancement for high performing employees (Church, 2015). This
suggests there is an increased level of performance readiness among teleworkers therefore it may
prove beneficial to investigate the leader’s effectiveness among teleworkers through the lens of
situational leadership. The link between situational leadership and telework is the leader’s ability
to adapt their leadership styles and behaviors to match the telework situation in such a way that
sustains or improves the leader’s effectiveness with the employee.
Potential Themes and Perceptions
According to Ting et al. (2020), career advancement is an instrument used to align the
employee’s career aspirations with the organization’s objectives to uphold job satisfaction and
commitment. While Ting et al. (2020) defined career advancement as a promotion to jobs higher
on the management scale or to jobs with a larger scope of responsibility, Knuppel (2015)
expanded on the definition suggesting that it is a small part of a larger career development
scheme that includes increases in employee engagement and talent retention within the
organization. Career advancement is comprised of external factors including salary and
promotion, and internal factors such as self-awareness and job satisfaction (Choi, 2018; Saraih et
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al., 2015). Furthermore, promotion factors extend beyond work performance and may include
subjective elements such as social networking, workplace context, leadership behaviors and
relationships, and embeddedness (Chattopadhyay & Choudhury, 2017; Enslin & Schulz, 2015;
Marineau, 2017; Vega et al., 2015). The heterogeneity of telework and the variety of subjective
promotion factors may provide insight in understanding why the highest performers are
sometimes sidelined for promotion (Marineau, 2017).
According to Loveland (2017), a study spanning 16,000 employees within a publicly
traded travel agency showed that teleworkers outperformed their office-bound counterparts by
13% yet remained 50% less likely to receive a promotion over their onsite peers. As stated by
this author, executive leaders felt that teleworking had not yet reached the stage in which people
believed it would not compromise career progression. Moreover, some scholars found that
teleworking arrangements negatively impacted performance evaluations (Beauregard et al.,
2019; Gajendran et al., 2015) which is a departure from the positive implications suggested by
much of the research in this area.
Previous studies on the perceived career advancement of teleworkers is sparse and
contradictory. Rather than examine objective career success, ongoing literature tends to draw
attention to the self-reported benefits of telework (Allen et al., 2015; Bailey & Kurland, 2003).
For instance, Gajendran and Harrison’s (2007) meta-analysis on the consequences of telework
lacked dependent variables concerning actual career success; rather, it relied on the teleworker’s
perceived career expectations. In addition, the few studies examining the implications of
telework on objective career success yielded mixed results (Glass & Noonan, 2016; Leslie et al.,
2012; Pigini & Staffolani, 2019). Moreover, little research that connects telework, knowledge
sharing, and career advancement exists (Allen et al., 2015).
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Isolation and Networking. Literature on teleworking highlights diminished career
opportunities associated with telework and isolation as a significant drawback (Beauregard et al.,
2019; Golden & Eddleston, 2019; Nakrošienė et al., 2019; Vega et al., 2015). Additionally,
Beauregard et al. (2019) suggested that organizational cultures that emphasize the importance of
physical presence tacitly discourage ambitious employees from considering flexible work
arrangements. Likewise, Wojak et al. (2016) asserted that virtual relationships in which
communication is conducted solely via the internet cannot replace personal contacts. Moreover,
they contended that virtual social relationships give rise to superficiality and contentions that can
impede the teleworker’s performance. In addition, the authors found that this type of relationship
between the leader and follower negatively impacts immediate problem solving and hinders the
teleworking employee from participating in developing solutions.
Complementing this literature, Allen et al. (2015) stated that telework alters
communication in such a way that leader-employee relationships may suffer. Similarly, Flesher
(2016) described email, chat, and collaboration boards as passive means of communication that
can have negative consequences due to misinterpretations in the absence of visual cues. That
said, such notions are not concrete as other scholars suggested that virtual relationships and
networking can be beneficial in this environment (Cooper & Kurland, 2002).
A study on the impact of physical proximity between leaders, peers, and teleworking
employees (Sewell & Taskin, 2015) showed that respondents who telework reported
overcompensating to create a virtual presence in the workplace to prevent exclusion from
decision-making activities and stretch assignments. This counteracted the notion that teleworking
increases productivity by reducing distractions at work as actions aimed at minimizing isolation
effects, such as sending an abundance of emails, was a notable distraction in itself (Sewell &
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Taskin, 2015). The importance of stretch assignments is considered in a leadership development
study (Pandya, 2017) involving interviews with 43 senior managers across three organizations
who revealed that challenging work opportunities presented early in their career led to rapid
career growth. Moreover, the respondents of this study reported that accepting complicated
assignments established future career progress by increasing their visibility within the workplace
(Pandya, 2017).
In other works, Allen et al. (2015) reported that an online poll of 11,383 employees
across 24 countries indicated that 50% of respondents believed that teleworking could mar future
promotion opportunities. These scholars combined the discussion of promotion and professional
isolation observing a direct link between the extent in which isolation is experienced by the
teleworker and the extent in which they miss developmental opportunities. Allen et al. (2015)
indicated that teleworkers lose informal conversations that influence knowledge sharing and
learning opportunities. This is significant because the exchange of implicit information and
knowledge sharing among employees is paramount to human capital development
(Chirawattanakij & Ractham, 2015).
In contrast to isolation, Levine (2015) suggested that social networking is a useful tool in
career planning. Levine claimed that most opportunities that could potentially bolster career
growth such as pursuing leadership roles, serving on a committee, and applying for an award are
typically unadvertised. It was further noted that committees often advertise opportunities with
prospects in mind. Based on the social network perspective, who an employee knows is more
important to career advancement than what they know (Marineau, 2017). Han and Van Dongen
(2015) stated that while there is evidence that involvement in social networking can provide
career advantages, its impact on career advancement is obscure.
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Moreover, researchers posit that networking may not work in favor of promotion if it is
not understood (Levine, 2015) or if one’s assessment of their social network is inaccurate
(Marineau, 2017). Marineau (2017) launched a study consisting of 52 participants in technical
call center and machine manufacturing companies to investigate the effects of network accuracy
on career advancement. The researcher defined network accuracy as the individual’s accurate
knowledge, based on their perception, about relationship ties within the organization. Through
this study, Marineau established that both trust and distrust network accuracy have positive
effects on career progression; however, it more positively impacted lower performing individuals
than it did higher performers.
Role Ambiguity. Vega et al. (2015) found that creativity is causally linked to
productivity. Tasks with undefined boundaries create opportunities for teleworkers to employee
creativity to task accomplishment. Boell et al. (2016) indicated that not all tasks fit into a
singularly focused design therefore reducing role ambiguity is important for teleworkers to
understand their work-related responsibilities. Klecha (2019) defined role ambiguity as a lack of
information regarding individual expectations related to one’s role, or a lack of feedback in
regard to how the individual’s performance is perceived by others.
Birdie and Jain (2015) asserted that physical distance and infrequent communication
between teleworkers and the organization significantly decreases goal clarity and contributes to
role ambiguity. Alternatively, Bentley et al. (2016) stated that clarifying roles from the outset,
coupled with intentional monitoring and leader intervention, is effective in preventing role
ambiguity. Researchers found that teleworkers spend less time interacting with peers and
organizational leaders resulting in limited interpersonal communication and knowledge sharing
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(Bentley et al., 2016). These researchers found a positive correlation between the rate of role
ambiguity and the amount of time spent teleworking.
Work Intensification and Commitment. Work intensification is a combination of
extensivity (longer work time) and intensity (increased physical and mental effort; Felstead &
Henseke, 2017). The idea that work intensification is a consequence of home-based work is
prominent among telework literature (Bathini & Kandathil, 2019). In a recent study on time
pressure and telework (Thulin et al., 2019), 56% of participants in the analytical field felt
constantly time pressed. Of the 56%, 74% reported working outside of normal work hours. As a
result, Thulin et al. (2019) posited that telework is progressively expanding into off hours
(evenings, weekends, and holidays). Moreover, Bloom et al. (2013) performed a randomized
control trial of 994 call center operations and found that teleworkers significantly outperformed
onsite employees because they committed longer hours to work and answered more calls. Even
so, the survey indicated that the teleworker’s likelihood of promotion decreased. In another
study, Felstead and Henseke (2017) showed that while telework may have positive implications
on organizational commitment, it comes at the cost of work intensification.
In contrast, scholars studying the consequences of telework on work intensification found
that non-teleworking leaders and peers believed that employees did not contribute their full work
effort from home (Bathini & Kandathil, 2019; Sewell & Taskin, 2015). Sewell and Taskin
(2015) emphasized that telework, when used on a part-time basis, was viewed as equivalent to
being on leave by non-teleworking peers which consequently reduced information sharing across
remote platforms and a heightened sense of invisibility. According to this research, negative
opinions of telework diminished remote workers’ commitment to the organization and increased
concerns that their involvement in important projects would be jeopardized. To overcome these
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fears, respondents reported that they voluntarily accepted more rigid service level agreements
which translated into increased tracking and monitoring (Sewell & Taskin, 2015). Similarly,
study participants indicated that requirements for work availability beyond standard duty hours
was an essential norm in demonstrating a commitment level tantamount to their non-teleworking
peers. The notion that telework may have negative implications on perceived commitment is
further supported by Boell et al. (2016) who asserted that managers are reluctant to adopt
telework programs because it challenges their ability to assess the commitment of their
personnel.
In addition, Cristea and Leondardi (2019) affirmed that face time improves one’s
potential for career advancement as it serves as a strong signal of their commitment to the job
and the organization. Their study included two large product distribution companies with global
reach. Under this study, the researchers demonstrated that employees who are geographically
separated from organizational leaders must engage in certain behaviors to demonstrate their
commitment in order to receive better work assignments. Those behaviors include receiving
higher education, dedicating more time to work, and increasing communication (Cristea &
Leondardi, 2019). Moreover, the authors assert that such efforts, however costly and time
consuming, were strongly connected to career advancement within the culture of both
organizations.
In another study, Beauregard et al. (2019) pointed to traditional exchange relationships
associated with telework practices, noting the presumption that employees offered higher levels
of commitment to the job in exchange for increased autonomy. However, they found that work
flexibility facilitated more “non-work-related activities” (Beauregard et al., 2019, p. 30) which
led to increased commitment to roles outside of work. Previous research suggested that
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antecedents including investment and socialization influenced organizational commitment.
Beauregard et al. (2019) posited that increased autonomy and flexibility associated with
extensive teleworking could lead to higher levels of investment and socialization in non-work
activities thus altering the weight of exchange with work related consequences, including career
advancement. Moreover, they asserted that extensive teleworking may undermine the
employee’s identification with work.
Communication. With companies moving toward geographically disbursed teams,
communication has shifted from face-to-face interactions to technologically supported means.
Dispersed work arrangements have been characterized by technologically enhanced
communication and holds relatively short lifespan (Tworoger et al., 2013). This means that
leaders are dealing with computer-mediated communication which leaves them with few
traditional means of establishing relationships (Tworoger et al., 2013). Gluckler and Schrott
(2007) called the lack of face-to-face communication a “new communication constraint” leaders
face with telework arrangements. According to Norman et al. (2019), communication mediated
by technology is a social influence process that contributes to changes in attitudes, behavior,
thinking, feelings, and performance of team members. Because of the lack of traditional
communication, leaders are more focused on task completion, often at the expense of building
strong leader-follower relationships. Balthazard et al. (2009) noted that the frequency and
manner in which one communicates is often more important than personality traits when
geographically displaced. Tworoger et al. (2013) also found that transactional leadership
contributed to perceived employee satisfaction through the establishing of clearly defined
expectations and goals. Early communication of these expectations and goals set the stage for
positive performance and strong leader-follower relationships (Tworoger et al., 2013).
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Performance-Based Monitoring and Evaluation. Organizations apply control
mechanisms to ensure their objectives are met within changing environments. These mechanisms
include management controls, defined as the process by which managers ensure resources are
obtained and employed in the most effective and efficient manner to accomplish organizational
objectives (Yanine et al., 2016). They can be formal, following regulations and defined
procedures, or informal according to one’s relationship with organizational goals and
information sharing. Formal controls involve both behavioral and output controls, which monitor
whether workers are following task level prescriptions (i.e., behavioral) or achieving set targets
(i.e., output; Groen et al., 2018).
Monitoring employee behavior is a major challenge within the teleworking environment
with decreased possibilities due to a lack of visibility (Allen et al., 2015). It is commonly
suggested in telework literature that a greater emphasis on output controls rather than input
controls will be presented when employees begin teleworking (Felstead et al., 2003; Sewell &
Taskin, 2015). The significance of establishing controls as a method of measuring performance
is in the leader-follower relationship as clear performance measures for teleworkers can offset
managerial concerns and trust regarding the lack of visibility (Allen et al., 2015). With regard to
flexibility and control, telework arrangements increase flexibility for the employee and
consequently managers may apply exiting controls to teleworkers (Peters & den Dulk, 2003).
Flexible Leadership. Leaders often find that their approach works well for one situation
but not in another (Yanker, 1986). Leadership styles range from being completely hands on and
directive to allowing complete autonomy. The first of these is focused on ensuring efficient,
disciplined, and effectively measured activities to ensure smooth operation and task
performance. The second involves encouraging teleworkers to think freely, ask questions when

67
necessary, and provide an environment in which teleworkers have the support they need to do so.
The central element for leaders is the ability to determine which leadership approach best fits the
circumstances present at the time (Chandler, 2006). According to Yanker (1986), one’s
leadership style should match the style of the follower, meaning that the follower must be able to
relate to the leadership approach being employed. For example, applying a participative style
would not collaborate well with employees who are used to an autocratic style of leadership.
Leaders who alter their leadership approach to align with the employee and the situation creates
a climate of trust (Yanker, 1986). Experts suggest that flexible leadership is not always easy, but
it is always necessary (Yanker, 1986).
Relationship Building. Relationship building behaviors include creating harmonious
relationships, engaging in two-way or multiway communication, integrating employees into the
process of developing action plans, and reducing emotional conflict (Bass, 2008; Daft, 2014;
Hersey & Blanchard, 1969, 1979, 1981; Hersey et al., 2008). Allen et al. (2015) stated that
telework alters communication in such a way that leader-employee relationships may suffer.
Video communication perceivably enhances human relationships by fostering a sense of social
presence (Long, 2010). Social presence implies that the telework environment can be viewed
similarly to the physical environment by permitting individuals to feel connected and physically
present with each other (Long, 2010). Video technology as a substitute for physical presence is
up for debate as some scholars found that virtual relationships in which communication is
conducted solely via the internet failed to adequately replace personal contact (Wojak et al.,
2016). Virtuality requires trust to adequately function, and technology on its own is not enough
(Long, 2010). Wojak et al. (2016) contended that virtual social relationships give rise to
superficiality and contentions that can impede the teleworker’s performance. In addition, the
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authors found that this type of relationship between the leader and follower negatively impacts
immediate problem solving and hinders the teleworking employee from participating in
developing solutions.
The Application of Leadership Behaviors
Kunnanatt (2016) defined leadership as one’s ability to influence others towards a
common goal. Adding to this definition, Northouse (2016) conceptualized leadership as (a) a
process, (b) involving influence, (c) occurring in groups, and (d) reaching common goals.
Defining leadership as a process removes the trait characteristics of a leader and implies a
transactional relationship between the leader and the follower (Northouse, 2016). Moreover,
Northouse (2016) asserted that leadership as a process emphasizes a non-linear design thus
highlighting the interaction between the leader and follower as each affect and are affected by
the other. Hersey (2004) includes in the description of leadership that the way followers perceive
the leader, as opposed to how leaders see themselves, defines leadership style. Hersey added that
it is the follower’s perception of the leader that affects their behavior, not the leader’s perception
of self.
With the growth of flexible work arrangements, increased self-management occurs and
indicates a transition toward innovative approaches in organizing and managing work (Van Der
Heijden et al., 2015). Costa et al. (2018) and Peters et al. (2016) found that indirect control
procedures driven by autonomous motivation and trust are replacing traditional employment
relationships. Leadership in the current business environment requires more complex approaches
that involve multiple stakeholders (Coun et al., 2019). In addition, Wojak et al. (2016) argued
that in order for teleworkers to accomplish organizational objectives, the “right form” of
leadership must be applied (p. 35).
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This study is outlined to explore various leadership behaviors and their relationship to
career advancement in telework. Leader behaviors under path-goal theory and the follower’s
motivational needs and environmental contexts together are explored to understand the impact
the relationship between the two has on the problem. According to Dyer and Wallace (2017), the
leader’s primary function is to bolster positive outcomes and rewards by establishing an
unobstructed path to goal achievement. Further, Dyer and Wallace noted that the leader’s
effectiveness depends on various situational factors and employee characteristics. Directive,
supportive, participative, and achievement-oriented are applied according to situational
moderators (i.e., employee characteristics, and environmental characteristics) to maximize leader
effectiveness thus improving the employee’s motivation, performance, and commitment.
Path-goal theory and transactional leadership are similar in that both focus in part on
rewarding performance (Bass, 1985; Bass et al., 2003; Burns, 1978; Gordon, 2017; Zareen et al.,
2015). Within transactional leadership, contingent rewards are afforded to employees who satisfy
performance goals (Sosik & Jung, 2018). Similar to path-goal leadership, leaders using
contingent reward behaviors define a clear path for followers to accomplish set goals (House,
1971; Northouse, 2016; Sosik & Jung, 2018).
Path-goal leadership also resonates with situational leadership. The most apparent
connection between the two is the expectation for leaders to adapt their behaviors to meet the
follower’s needs in varying situations (Blanchard, 1985; Carroll, 2017; Dyer & Wallace, 2017;
Hersey et al., 2013; House, 1971; Northouse, 2016). The main premise in both situational
leadership and path-goal theory is flexible leadership style maximize effectiveness as situational
characteristics (employee and environmental characteristics) vary (Carter et al., 2015; Ghasabeh
et al., 2015). Each component situational leadership styles (telling, selling, participating,
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delegating) can be matched to the follower’s readiness level to improve the leader’s effectiveness
and possibly influence the perception of career advancement among teleworkers.
The effectiveness of leader behaviors is explored to understand their impact on career
advancement in the telework environment. Each barrier has a negative impact on career
advancement in telework which subsequently influence turnover intentions. The major
impediments to career advancement exist and the study is intended to examine the impact of
effective leadership on existing barriers.
Summary and Conclusion
The analysis was used to explore the extent to which flexible and transactional leadership
behaviors impact career advancement concerns among teleworkers. This was accomplished by
connecting the leadership concepts provided by path-goal theory, transactional leadership, and
situational leadership to the reported career advancement barriers among teleworkers. The
researcher found causal linkages between leadership behaviors and the perception of career
stagnation in the telework environment. Negative perceptions of career advancement in telework
decrease job satisfaction and the attainment of many teleworking benefits including reduced
turnover intentions (Belias & Koustelios, 2014; Guan et al., 2017; Torten et al., 2016; Tschopp et
al., 2014). According to literature, studies present mixed results on the impact of telework on
career advancement due to the self-reporting nature of most telework studies (Glass & Noonan,
2016; Leslie et al., 2012; Pigini & Staffolani, 2019). A common theme is that teleworking
employees perceive, and fear career harm associated with telework due to decreased visibility
and divergent expectations (Beauregard et al., 2019; Gajendran & Harrison, 2007; Golden &
Eddleston, 2019; Nakrošienė et al., 2019; Vega et al., 2015). These researchers found that some
leader behaviors (excessive monitoring, decreased communication and knowledge sharing, lack
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of trust) negatively impact job satisfaction and contribute to the perception of constrained career
growth opportunities.
Transition and Summary of Section 1
Though telework has received a considerable amount of attention in literature, there has
been little attention devoted to leadership behaviors that support career advancement in the
telework environment. The literature review highlights the history of telework and three main
leadership theories and models: path-goal theory, transactional leadership, and situational
leadership. Connections between extant literature and this study through the identification of
telework characteristics and the challenges of leadership in this environment. The next section
outlines the research project that examines the relationship between leadership behaviors and
career advancement in telework.
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Section 2: The Project
Telework continues to increase in popularity as information and communication
technologies (ICTs) improve and employees seek more flexibility with work (Morganson et al.,
2010). While flexible work options have become available in 40% more United States companies
over the past 5 years, only seven percent made it available to most employees (Global Workplace
Analytics, 2018). Despite the wide acceptance of telework, many challenges have led to
employee job dissatisfaction specifically concerning career advancement (Morganson et al.,
2010). Researchers argue that reduced visibility in teleworking environments leads to increased
work hours and career advancement opportunities that are incommensurate with the level of
effort necessary to demonstrate their devotion to work (Felstead et al., 2003; Golden &
Eddleston, 2019; Maruyama & Tietze, 2012).
The focus of this research project is to examine the relationship between leader behaviors
and satisfaction concerning career advancement among teleworkers. This study expanded on the
existing research of path-goal theory, transactional leadership, and situational leadership in the
telework environment by determining if there is a relationship between the leadership styles and
behaviors outlines therein and career advancement among teleworkers in the Greater Denver
Area. Included in this study is the purpose statement, the role of the researcher, and a description
of the participants. In addition, justification for the sampling method, sample size and type,
eligibility criteria for participation, and relevance of the sample are provided herein. Further, the
research method, research design, and rationale for the use of the chosen research methodology
are discussed in this section of the study. Additionally, discussion concerning data collection,
organization techniques, data analysis, reliability and validity are included. This section
concludes with a summary and overview of Section 3.
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Purpose Statement
The purpose of this qualitative multiple case study is to add to the body of knowledge by
expanding the understanding of efficient leadership styles and behaviors that support career
advancement for teleworkers. The general problem is explored through an in-depth study of
leader’s approach to overcoming career development challenges and processes for teleworkers.
Researchers have previously explored the adoption of telework; leadership emergence in
teleworking environments due to psychological factors; management approach variations
between onsite employees and teleworkers; and teleworker’s concerns over career advancement
opportunities (Baruch & Nicholson, 1997; Brunelle, 2013; Charlier et al., 2016; MacDuffie,
2007); however, less attention is given to the behaviors and strategies leaders use to address
career advancement challenges (Groen et al., 2018).
This multiple case study is intended to help reduce the gap between existing literature and
current organizational practices by identifying successful career development strategies for
current and future teleworking employees. Data were obtained through in-depth interviews to
ascertain the firsthand experiences of leaders that have developed successful strategies to support
career development for teleworkers. The author interviewed participants from three
organizations to explore practical solutions to the career advancement concerns of teleworkers.
Participants were identified through face-to-face meetings, personal email inquiries, and
telephone conversations with organizational leaders.
Role of the Researcher
The researcher is the primary mechanism for collecting and processing qualitative data
(Stake, 2010). This researcher sought to understand the daily realities of those being studied
within the telework environment. The researcher selected a qualitative multiple case study to
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address the specific questions pertinent to this study. Accordingly, the information garnered
through a qualitative study is unique, complex, descriptive, and reflects a specified situation
(Tufford & Newman, 2010). Creswell (2014) found that the qualitative study is best applied
when examining real-world processes with indistinct boundaries. Stake (2010) noted that the
researcher’s role varies between qualitative and quantitative studies in that the researcher of a
qualitative study performs in a subjective and participatory capacity, while quantitative
researchers rely on a structured and objective approaches. Thus, the researcher of this study was
able to explore various organizational events, such as the career advancement process among
teleworkers, using the qualitative approach.
Yin (2014) suggested that the researcher implements structured interviews as a data
collection method to receive authentic accounts from the participants. This researcher’s goal was
to better understand leadership behaviors that support career advancement among teleworkers
from those who have traversed the problem within the Denver, Colorado area. According to Yin
(2014), the researcher should develop a detailed plan, or case study protocol, for the project and
perform an exhaustive review of academic literature relevant to the topic. Further, the researcher
accessed information within the literature review to formulate research questions. As a precursor
to mobilizing the project plan, the researcher obtained approval from the institutional review
board (Creswell, 2014). The case study protocol ensured that each case study is performed is an
analogous manner (Creswell & Poth, 2018; Yin, 2014). This included measures to recruit
participants, obtain informed consent to participate, prepare and conduct participant interviews,
transcribe responses, analyze and categorize themes, and interpret the findings (Creswell, 2014;
Yin, 2014). The researcher developed and followed the case study protocol to ensure a consistent
interview process.
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Coyne (1997) noted that the sample selection in a qualitative study has a profound effect
on the quality of the research. Stake (2006) noted that cases in a multiple case study should be
relevant to the quintain, provide diversity across contexts, and provide ample opportunity to
learn about the complexities and contexts. Purposive sampling allows the researcher to select
participants in accordance with study requirements (Morse, 1991; Stake, 2006). The researcher
utilized purposive sampling to ensure that participants can be responsive to the real-world
conditions that meet the information needs of this study. In addition, the researcher utilized
organizations within the health care insurance, logistics, and finance industries to provide
diversity. In keeping with Robinson (2014), sampling may occur through the use of contacts and
referrals. The researcher utilized her contacts with the Department of Defense Health Agency,
Denver Logistics Center, Merrick Bank, and Pulte Mortgage to generate listings of potential
participants for this study. The researcher also accessed the internet to locate additional
organizations that could provide potential participants that fit into the chosen research frame.
The nature of participation required that individuals had experience leading teleworkers
through the challenge of career advancement, and that the organization in which this work was
performed is located within the Denver, Colorado area. Creswell (2014) noted that researchers
must gain permission from those with authority to grant it within the organization, otherwise
known as gatekeepers. Prior to soliciting participation, the researcher obtained approval to
conduct the study, including the survey protocol and data collection process, from the
researcher’s university and organizational gatekeepers. The researcher obtained approval from
Liberty University’s Institutional Review Board (IRB) prior to contacting gatekeepers. The
researcher contacted organizational gatekeepers by sending informational letters or emails that
contained information regarding the purpose of the study, time commitments, potential impact,
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and methods to access results of the final research. A sample informational letter can be found in
Appendix A.
Creswell and Poth (2018) noted the importance of providing an informed consent form to
the participants detailing the potential topics to be discussed. Keeping with this, the researcher
incorporated details regarding the study topic in the informed consent form. The informed
consent form was emailed to the participant for review prior to conducting individual interviews.
In addition to the details provided by the informed consent form, the researcher verbally
reviewed the purpose of the study and the overall interview process with the participants. This
included details regarding the compilation of the participant’s information into the final report.
Creswell (2014) asserted that participants should be provided with a choice to sign or not to sign
the informed consent form prior to proceeding with the interview. As such, the researcher
ensured that the participants were informed of their autonomy with regards to their choice to
participate. The participants were given the option to ask questions and either sign or not sign the
hard-copy informed consent form upon meeting for the individual interview. Additionally, the
researcher remained transparent in answering any questions related to the nature and purpose of
the study. A copy of the informed consent form is attached in Appendix B.
The signed informed consent form was scanned to the researcher’s password protected
hard drive and subsequently shredded with a micro-cut shredder. The digital forms are being
maintained for a minimum of 5 years upon study completion and subsequently destroyed using
the Digital File Shredder by StompSoft. Further, the researcher ensured that the identity of each
participant was protected by assigning alphanumeric codes that can be linked to their associated
organization.
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The researcher completed all data analysis for this study. According to Shaw and Le
Roux (2017), the researcher is responsible for upholding neutrality while conducting the study
and interpreting data. Stake (2006) posited that it is nearly impossible to fully eliminate personal
biases from a study as multiple case studies are often created to promote the quintain or to
advocate the spread of its practices. The researcher maintained a value-free study by ensuring no
professional or personal interests existed between the researcher and the organizations being
studied. Moreover, Stake (2006) asserted that researchers have a responsibility to provide
interpretation across the cases based on the binding concept—a theme, issue, phenomenon, or
functional relationship that connects the cases. The researcher conducted a cross-case analysis to
find commonalities between each case.
Participants
Understanding the phenomenon being studied depends on choosing the cases well
(Creswell, 2007; Stake, 2006; Yin, 2014). The researcher interviewed participants from three
different organizations. The participants of this study were limited to Denver-based leaders who
have successfully developed or implemented strategies to support teleworkers through the
challenges of career advancement in a telework environment. Rashid et al. (2019) posited that
researchers should know the cases well and the participants who will be approached. The
researcher contacted gatekeepers at several organizations to discuss the study. This enabled the
researcher and the organization to determine if their participation would be beneficial to the
study. Further, discussing the study with gatekeepers facilitated rapport and a smooth process
before entering the field.
Researchers must gain permission from gatekeepers prior to soliciting participation
(Creswell, 2014; Creswell & Poth, 2018). The researcher contacted organizational gatekeepers to
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request permission. After permission was obtained, the researcher invited members to participate
by email. The email included a pre-interview screening survey to ensure the participant’s
characteristics align with the overarching research problem. The pre-interview screening survey
can be found in Appendix C.
Participants were contacted through email to schedule the interview at an appropriate
time provided by the interviewee. Creswell and Poth (2018) noted the importance of providing
an informed consent form to the participants detailing the potential topics to be discussed. Prior
to meeting for the individual interview, the participants were sent a copy of the informed consent
form by email to review. A signed copy was distributed to the researcher and participant prior to
conducting the interview. Throughout this process, the researcher maintained email or telephone
communication with the participants to establish a working relationship. Interviews were
conducted through videoconferencing due to COVID-19 restrictions. Twelve respondents
participated in the study The interviews were audio recorded. Upon completion of the interview,
the participants were asked to participate in a follow up discussion to review the interview
transcript for accuracy.
The researcher followed the ethical guidelines outlined in the Belmont Report. The
participant’s confidentiality was maintained by performing the interview in a setting approved by
the participant. Further, the researcher assigned pseudonyms to be used in place of the
participant’s identification information. All data were secured on the researcher’s password
protected hard drive with access to the data being limited to those with a relevant need to know.
The collected data is being maintained for a minimum of five years and will be subsequently
destroyed using the Digital File Shredder by StompSoft to ensure that files cannot be retrieved
after deletion.
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Discussion of Method
The method selected for this study is a qualitative research method. The study is
conducted to explore what leadership strategies and behaviors are effective to support career
advancement with telework employees. With the qualitative method, the researcher can build a
complex, holistic picture by analyzing words, pictures, reports, and detailed accounts of the
participants in a natural setting (Creswell & Poth, 2018). Moreover, the qualitative research
method is appropriate when evaluating firsthand experiences, individual and group behaviors,
organizational operations, and interactions that influence relationships (Teherani et al., 2015).
The researchers collect data through interviews to delve into the leader’s experiences through
discussions and stories related to specific events, feelings, motivations, concerns, and claims
(Cypress, 2018). Because in-person interviews were not possible, the interviews were conducted
through videoconferencing. Based on this information and the non-numerical nature of the
intended data, the author determined that a qualitative study is the best approach to support the
research questions.
The quantitative method was considered based on the interest in leadership behaviors as
it pertains to the stated problem however after further consideration, the author found that the
quantitative approach would not fully support the purpose of this study. Quantitative research is
conducted to evaluate hypotheses using numerical data and statistical analysis. It is undertaken
with the assumption that measurements can be made from the collected data (Watson, 2015). The
data is then analyzed to verify the measurements made and to identify trends and relationships
(Watson, 2015). The data collected through this study were not measured numerically for
hypothesis testing, therefore, the quantitative method was not the best approach.

80
The mixed methods approach was also considered. Mixed methods research combines the
data collection and analysis styles from both qualitative and quantitative research however the
purpose of this approach extends beyond combining methods (Watkins & Gioia, 2015). It
integrates assumptions about methodologies, research questions, and data to form interpretations
by combining the strengths of qualitative and quantitative research (Watkins & Gioia, 2015).
Due to the quantitative component, the mixed method research is not the best approach for this
study.
Discussion of Design
Using the multiple case study design, researchers can evaluate several data sources to
gain a deeper understanding of the phenomenon including interviews, records, illustrations, and
other historical data (Baxter & Jack, 2008). Yin (2014) identified documents and interviews as
sources of data which will be utilized in this study for triangulation. According to Campbell
(2015), a “case” refers to an individual, situation, organization, or phenomenon. Yin (2014)
noted that case studies are abundant in data and useful for researching relevant issues within a
real-life context.
Stake (2006) described a multiple case study as one that incorporates several single cases,
all similar in nature, under one target case. The problem being investigated, and the information
sources are represented by the selected case (Bhattacharya, 2017). Researchers can provide
analytical insight on the similarity and differences between each case (Yin, 2014). In multiple
case study research, a single case is studied with attention to other cases and belongs to a
collection of cases that share a common characteristic or condition (Stake, 2006). Stake defined a
quintain as the phenomenon or condition being studied—the target. In a multiple case study, the
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quintain is the target collection (Stake, 2006). The researcher selected a multiple case study for
this research ensuring that each case in the study is categorically bound together.
The grounded theory approach focuses heavily on the development of new theories while
the case study is intended to find patterns or irregularities in data that often form the basis for
additional study (Hancock & Algozzine, 2017). Researchers using this approach typically
develop theories grounded in deep, structured, and systematic forms of data analysis (Charmaz,
2006). The researcher constantly compares information to reach a point of data saturation from
which a theory can be discovered (Bhattacharya, 2017). This study is not meant to develop new
theories therefore a grounded theory approach was not selected.
The phenomenological study is used to abstract the essence of an experience by exploring
the meaning of a shared phenomenon (Bhattacharya, 2017). This approach necessitates that
participants reflect on individual experiences in detail as a part of experiencing an event
(Bhattacharya, 2017). This type of design is used to explore and understand culture therefore it
was ruled out as the best approach for this study.
Similarly, ethnography is the study of people within the context of their culture (Wolcott,
2008). For this type of study, the researcher is typically immersed in the culture context being
studied for a prolonged period, often a year or more, to better understand the culture or people in
their daily lives (Wolcott, 2008). This knowledge is derived from documenting events,
interviews, and studying archived materials (Wolcott, 2008). This is outside the scope for this
study as it is not a cultural study therefore ethnography is not a sound choice.
Lastly, the narrative inquiry is used by researchers interested in understanding lived
experiences through stories (Kim, 2015). The field text is essentially the stories, interviews,
autobiographies, photos, journals, and other artifacts are the basic unit of analysis (Kim, 2015).
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This approach is employed when researchers desire to understand why individuals create
meaning in their lives in the form of a narrative (Kim, 2015). Understanding the meaning behind
individual stories does not fulfill the purpose of this study and for that reason, the narrative
approach was not selected.
Population and Sampling
Bazeley (2018) and Boddy (2016) asserted that it is not realistic to assume that a
researcher can measure an entire population of interest to the study. Rather, researchers utilize a
sampling of data from the aggregate population (Bazeley, 2018; Boddy, 2016). These experts
explained that analytical methods are applied to the sample size to expand the results back to the
aggregate population. The researcher utilized a purposive sampling method in this study.
Purposive sampling strategies are non-random methods of ensuring that particular categories of
cases within the total population of interest are represented in the final project sample (DeFoe,
2017; Robinson, 2014; Stake, 2006). The population size, sampling size and method, participant
eligibility criteria, relevance of characteristics for the chosen sample are discussed next.
Discussion of Population
The target population for this study, the totality of persons from which cases may be
sampled in an interview-based case study (Robinson, 2014), was limited to leaders performing in
in the Denver, Colorado area who have developed or implemented strategies to support career
advancement for teleworkers. The researcher interviewed 12 participants from three
organizations. Interviews were conducted until data saturation was achieved. Exploration and
networking provided potential companies that fit the study criteria. This study excluded (a)
leaders who did not have experience leading teleworkers through career advancement challenges
and (b) leaders who were located outside of the Denver, Colorado area. The chosen population
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provided an opportunity to more fully understand how managers adjust their leadership
behaviors and styles to address career advancement challenges among teleworkers in the Denver,
Colorado area. Individuals who have not lead teleworkers would not have been confronted with
the challenges of career advancement in the telework environment therefore could not contribute
relevant data to further understand the given problem. Similarly, leaders located outside of the
Denver, Colorado area could not provide insight into how managers respond to career
advancement challenges in this region.
Discussion of Sampling
The purposive sampling strategy was used in this study. The rationale for employing a
purposive sampling strategy was that the researcher assumed, based on their understanding of the
study topic, that specific categories of participants may hold unique and relevant perspectives on
the phenomenon being studied (Mason, 2002; Robinson, 2014; Trost, 1986). The researcher
selected this sampling method to allow participants to be chosen based on a predetermined set of
characteristics relevant to the target population. Those characteristics were (a) individuals at least
18 years of age, (b) managers that have utilized strategies to successfully lead teleworkers
through career advancement challenges, and (c) managers performing their duties in the Denver,
Colorado area.
According to Dworkin (2012), the optimal sample size for a qualitative case study is
between five and 50 participants. Similarly, a review of 500 qualitative studies identified an
average sample size of 31 participants (Mason, 2010). Creswell (2007) suggested no more than
four to five cases with three to five participants each to achieve data saturation. However,
Bazeley (2018), Boddy (2016), and Merriam (2015) argued that data saturation can be achieved
with as little as five participants. Although Dworkin (2012) and Mason (2010) identified optimal
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participation values, Robinson (2014) argued that the actual sample size for qualitative studies is
contingent upon data saturation. Data saturation is achieved by conducting individual interviews
until no new data emerges (Creswell & Poth, 2018; Van Rijnsoever, 2017), and no greater
understanding of the subject matter results from further investigation (Mason, 2010). Boddy
(2016) posited that data saturation allows the study to become generalizable to organizations and
individuals outside of the study population. Guided by these recommendations, the researcher
achieved data saturation by interviewing 12 participants from three organizations. The researcher
conducted interviews until data saturation was achieved.
Summary of Population and Sampling
The population and sampling method was intended to obtain information relevant to this
study. The target population was limited to leaders in the Denver, Colorado area who created or
utilized strategies to successfully lead teleworkers through career advancement challenges. The
purposive sampling strategy allowed the researcher to select participants based on a
predetermined set of characteristics relevant to the study. The researcher collected data until data
saturation was achieved.
Data Collection
Creswell and Poth (2018) described data collection as anticipating ethical issues and
gaining appropriate permissions, creating a sound sampling strategy, developing means for
recording information, responding to issues, and securely storing data. The data collection plan
included locating participants, obtaining access to participants, establishing rapport, purposeful
sampling strategies, gathering data and recording data, exploring issues, and securing data
(Creswell & Poth, 2018). A qualitative multiple case study requires a range of data collection
instruments to answer the research questions with maximum breadth (Stake, 2006). Collecting
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data from multiple sources aids in triangulation (Yin, 2014). The combination of multiple data
sources adds rigor, breadth, depth, and complexity to the study (Flick et al., 2004). The primary
tool used in qualitative data collection is the semi-structured interview, augmented by participant
observations, and organizational documentation including project reports, emails, and meeting
notes (Stake, 2006). The researcher utilized semi-structured interviews with open-ended
questions as the primary data source for this study. This method enabled the acquisition of
unique information held by the participant, accumulation of aggregate data from multiple
sources, and obtainment of new characteristics that have yet to be discovered (Stake, 2010).
Instruments
The researcher acted as an investigator to collect critical data (Stake, 2010). The
researcher of this study was the primary research instrument. The researcher conducted
individual interviews with participants which, according to Peters and Halcomb (2015), provides
strong insight into the participant’s opinions, views, perceptions, and experiences related to the
problem in question. Because in-person interviews were not possible due to COVID-19,
interviews were conducted through videoconferencing.
Data were collected through verbal evidence obtained from 12 study participants during
the interview (Yin, 2014). Creswell (2014) and Yin (2014) indicated that the questions
administered to participants in a qualitative case study should support the research question. The
researcher explored leadership styles and behaviors that support career advancement for
teleworkers located in Denver, Colorado through the research questions that were developed for
this study. The researcher used three primary open-ended questions generated to support the
research questions. Subsidiary questions were used to gain further insight into the participant’s
views and experiences relevant to the primary question.
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Creswell (2014) highlighted the importance of constructing an interview protocol that
includes open-ended questions, encourages participant discourse, and directs the participant
toward the information needed to answer the study research questions. Focusing on the
mechanics of the interview itself can present challenges for researchers using qualitative
interviewing (Creswell & Poth, 2018). The researcher used the interview protocol as a secondary
instrument. The interview protocol, found in Appendix D, was utilized to ensure the same
methods and questions were administered to each participant. The interview protocol contained
an introductory statement, consent form, and list of open-ended questions.
Data Collection Techniques
The researcher collected data primarily by asking open-ended semi-structured interview
questions regarding leadership behaviors that support career advancement for teleworkers. A
recruitment letter including eligibility requirements was emailed to participating gatekeepers and
distributed to managers within the organization. Eligible candidates were characterized as those
employed in a leadership position that impacts career advancement for teleworkers. The
researcher utilized an emailed pre-screening survey to certify the eligibility of potential
participants. Agreeing and eligible participants were asked to review and sign the consent form
attached in Appendix B. Participants were informed through the consent form that they will not
be monetarily compensated, and that participation is voluntary therefore they can withdraw at
any time.
The data were collected through interviews conducted via videoconferencing. The time
requirement for the interview was approximately 30 minutes. The researcher and participant
practiced confidentiality during in-person interviews by conducting the interviews from a private
home office. The interviews were audio-recorded in entirety and the researcher took additional
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notes in a field journal to capture any observations, perceptions, and impressions made during
the meeting. Video recording was not used to avoid any potential distractions. Upon completion
of the initial interview, the data were manually transcribed onto a Word document for coding and
saved to the researcher’s password protected hard drive.
Creswell (2014) asserted that reliability in a qualitative study provides consistency and
allows other researchers to achieve the same results when duplicating using the methods
prescribed within the study. Researchers utilize methods such as member checking to confirm
interview transcriptions are consistent with the intent and experience of the participant (Bazeley,
2018; Sigstad, 2014). Member checking is accomplished by distributing a copy of the interview
transcript to the participant for review (Bazeley, 2018; Koelsch, 2013). The researcher
implemented member checking to affirm the accuracy of the transcription. This allowed
participants to review, clarify, or provide more information as desired. After the participant
reviewed the transcript, the researcher conducted a follow-up interview over the phone to
validate accuracy of the transcript and intent. At that point, the participant was asked to provide
clarification or additional information if any exists. This method was used to support data
saturation. All follow-up interviews conducted over the phone were recorded using the “Call
Recorder” app which is equipped with transcription technology. Upon receiving additional
information, the researcher conducted a second round of member checking to confirm the added
information was accurately transcribed. The researcher conducted initial and follow-up
interviews with participants until data saturation was achieved.
Data Organization Techniques
Resnik (2015) asserted that researchers have a responsibility to conduct all research and
data analysis in an ethical manner. To uphold ethicality, the researcher completed the
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Collaborative Institutional Training Initiative (CITI) prior to conducting the study and will
comply with ethical guidelines stipulated by the Belmont Report. The researcher also adhered to
the Belmont Report’s guidelines in terms of respect for persons, beneficence, and justice. This
included safeguarding the participant’s confidentiality and ensuring collected data is maintained
on password-protected document files and data systems.
Immediately upon collecting data, the researcher becomes responsible for maintaining the
participant’s confidentiality (Yin, 2014). After pre-interview surveys were collected, the
participant’s identification information was compiled and attached to an alphanumeric
pseudonym following an A1, A2, B1, B2 system. The alphabetic position represents the
organization, and the numeric position represents the participant in the order in which they were
received. This was done to simplify data compilation and sorting. A cross-reference document
was created and maintained on a password-protected hard drive. The researcher made certain the
participant’s legal name was not used on any research documents, notes, and reports. Data
collected from the interview were transcribed and saved on a password-protected document.
The researcher may benefit from maintaining field notes that can be used later to support
data analysis (Resnik, 2015). The researcher kept notes documenting observations made during
the interview. Field notes were transcribed using pseudonym identifiers and saved on a
password-protected Microsoft Word document. The notes were stored in a locked safe at the
researcher’s residence. The researcher secured the sole key for this safe to maintain participant
confidentiality and data integrity. Digital files obtained from the participants were stored in a
password-protected folder on the researcher’s hard drive. The hard drive is secured by password
only known to the researcher and stored in a locked safe located at the researcher’s residence.
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Prior to submission, all participant identifiers were removed from any documents to prevent
unintentional disclosure of sensitive information.
Stake (2010) recommended that researchers utilize electronic reporting for data analysis.
Upon completing the interviews, recordings, and transcriptions, each transcription was entered
into NVivo software through the researcher’s laptop computer. NVivo is a qualitative analysis
program primarily used to process large volumes of data to establish emerging themes and codes.
Data analysis was cataloged using a number and date system. Stake (2010) suggested
maintaining hard copy records as a backup for data storage. All data documents and notes were
secured and stored for a period of 5 years and subsequently destroyed. Digital files will be
eliminated using the Stompsoft Digital File Shredder software and hard copy documents will be
destroyed using the Aurora AU870MA micro-cut shredder.
Summary of Data Collection
This section detailed the data collection process. Included in this section are the research
instruments, data collection techniques, and data organization techniques. The research
instruments consisted of the researcher as an active participant and several physical instruments.
The physical instruments consisted of existing literature, pre-interview survey, and interview
guide. These instruments were used to ensure the main problem of the study is answered. Next,
techniques for data collection consist of sending out surveys for recruitment and eligibility
verification. Participants were selected based on characteristics that are relevant to the study.
Following the participant interviews, the data were organized using pseudonyms to protect the
participant’s anonymity. All raw data were secured using password-protected documents saved
on the researcher’s hard drive. All field data were categorized by pseudonym identifiers to
prepare for data analysis.
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Data Analysis
Data analysis is essential in any research to explain the various concepts, themes, and
methods used (Stake, 2010). Creswell and Poth (2018) described data analysis as the process of
checking, refining, converting, and patterning data to discover meaningful information that
informs conclusions and supports decision-making. The data analysis process began with
thorough interview transcriptions, member checking transcriptions, and field note articulation.
The data were manually analyzed and coded by colored highlighting. Stake (2010) noted that
coding is a common to qualitative analysis and includes sorting the data by themes and topics
relevant to the study. Following manual analysis, the researcher entered all transcribed data into
NVivo coding software with the assumption that the program would produce additional codes
not previously identified. NVivo is a computer-based qualitative data analysis tool in which raw
data is coded to aid the researcher in identifying insight, themes, and concepts that may be useful
to the study (Yin, 2014). The researcher compared the manual coding to the computerized coding
for validation. Common codes were grouped and categorized by topic while noting the frequency
of repeating terms.
Stake (2010) asserted that triangulation aids the researcher in understanding meaning and
building confidence in the evidence by providing additional levels of validation. Yin (2014)
described triangulation as the collecting of empirical data from multiple sources. Triangulation
will be used to establish credibility by analyzing data from multiple sources. After the data were
coded and triangulated for credibility, the researcher identified emerging themes that impacted
leadership behaviors and strategies to support career advancement for teleworkers. The themes
were compared to the constructs from the conceptual framework. The researcher then compared
the themes to theories and models from the literature review.
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Reliability and Validity
Reliability and validity are used in qualitative studies to ensure trustworthiness and
credibility (Creswell & Poth, 2018). Creswell (2014) associated qualitative reliability with
consistency in the study approach and protocol. Creswell and Poth (2018) noted that researchers
can apply comprehensive field notes, high-quality recording tools, accurate transcriptions of all
files, and computer software to aid in data analysis to support reliability. Creswell (2014)
attributed qualitative validity to the procedures employed that ensure accuracy of the findings.
The researcher adhered to these recommendations throughout the study. The researcher used
member checking and interview protocol in this study. The following paragraphs describe the
strategic approaches to address reliability and validity.
Reliability
Consistency at every stage of the process is paramount to reliability in qualitative
research (Creswell & Poth, 2018). Meticulous documentation of both data collection and analysis
increase reliability and provides guidelines for future studies of a similar nature (Yin, 2014). The
primary method of data collection for this qualitative study is semi-structured interviews. A facet
of voluntary participation is that members who agree to participate in interviews may be different
to those who do not, in ways unrelated to the sampling criteria (Costigan & Cox, 2001). With
voluntary participation being central to ethical study practices, the self-selection bias in
interview-based research cannot be circumvented (Creswell, 2014). The researcher remained
aware of the possibility for self-selection bias and consider its influence on researcher findings
and generalizability. Often with interviews, an intimate self-disclosure is required which tends to
lead to a sample of individuals who are more patient, open, and interested in the topic than the
general sample pool (Creswell, 2014). Researchers have found that women are more likely than
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men to volunteer to participate in qualitative research with purposive sampling (Dindia & Allen,
1992). The researcher prevented the female bias by ensuring that an adequate number of male
representation was present in this study.
Reliability is referred to as the consistency of responses to data sets with multiple coders
(Creswell & Poth, 2018). The researcher supported reliability of the through comprehensive
documentation of the data collection process and analysis. Documentation of data analysis for
this study included careful transcript coding and identification of themes, synthesis of common
themes, interpretation of findings, and validation of findings. The researcher manually coded and
entered data obtained through interviews. This data were subsequently entered into NVivo
software to search for additional codes not found through manual coding. The researcher
accomplished several iterations of coding and checking for themes relevant to teleworker career
advancement as additional information was obtained.
Reliability was further augmented by using interview protocol. Interview protocols
should obtain between five and seven open-ended questions geared toward responses that are
relevant to the study (Creswell & Poth, 2018). The interview questions were developed using the
literature review and constructs from the conceptual framework. To support consistency, the
researcher asked each participant the same interview questions. Reliability was strengthened
through the documentation of fieldwork formalities, including participant qualifications, sample
selection, participant interviews, and field notes. Yin (2014) described field notes as a common
research tool used for interviews, observations, or documentation. The notes may be handwritten,
electronically recorded, or typed (Yin, 2014). All field notes for this study will be stored apart
from transcribed interview data.

93
The researcher utilized member checking to ensure the transcription accurately portrays
the participant’s intent. Researchers utilize member checking to confirm interview transcriptions
are consistent with the intent and experience of the participant (Bazeley, 2018; Koelsch, 2013;
Sigstad, 2014). Member checking is accomplished by distributing a copy of the interview
transcript to the participant for review (Bazeley, 2018). An additional method to support
reliability is to conduct a pilot study (van Teijlingen & Hundley, 2013). A pilot study is a smallscale version of the study accomplished in preparation for a major study, or to evaluate a
potential data collection instrument (van Teijlingen & Hundley, 2013). This study does not
require a pilot test.
Validity
Validity is describe as maintaining a strong level of exactness, achieved through the
detailed expression of the participants’ and the researcher’s perspectives (Creswell & Poth,
2018). Guzys et al. (2015) listed four components of validity: credibility, confirmability,
dependability, and transferability. Creswell and Poth (2018) posited that validity can be achieved
by applying structured processes and recommended at least two validation strategies be applied
per study. The researcher applied a comprehensive strategy to support credibility, confirmability,
dependability, and transferability.
Member checking is a viable option for researchers to support credibility (McGrane et al.,
2018). Researchers utilize member checking to confirm interview transcriptions are consistent
with the statements and experiences of the participants (Bazeley, 2018; Koelsch, 2013; Sigstad,
2014). The researcher used member checking to promote credibility and data saturation. Failure
to achieve data saturation obstructs content validity (Fusch & Ness, 2015). Saturation is
indicated by the point in research at which no new themes emerge from data collection and when
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additional interviews repeat or confirm the same primary range of themes represented by the
group (Creswell, 2014). To expand the validity of this study, the researcher conducted follow-up
interview questions and several rounds of member checking until no new data or themes emerge.
In addition to member checking, the researcher utilized triangulation to support validity.
Triangulation is the process of collecting and analyzing empirical data from multiple sources
(Denzin, 2009; Fusch & Ness, 2015; Stake, 2006; Yin, 2014). Likewise, multiple external
analysis of the same event and process validity is enhanced by utilizing several data sources
(Fusch & Ness, 2015). Triangulation is a case study is understood to be a strategy to add rigor,
breadth, complexity, and depth to the study (Flick et al., 2004). Fusch and Ness (2015) noted the
linkage between data triangulation and saturation, stating that triangulation is a method used to
achieve saturation. Denzin (2009) asserted that it is not possible for a single method, theory, or
observer to capture all relevant and notable data. The researcher applied triangulation to
strengthen validity by viewing all facets of the data. This included conducting research using
multiple organizations in varying industries; employing interviews, member checking, and field
notes; and performing multiple iterations and methods of data analysis.
External validity is the extent in which a study of the same sample can be generalized to a
larger population (Kvale & Brinkmann, 2009). To assure transferability, the researcher employed
the same methods used to support internal validity of this study. In addition, the researcher
provided a description of the event and study participants to ensure sufficient information is
made available for other researchers to evaluate the generalization of the findings.
Summary of Reliability and Validity
This section described the meaning of reliability and validity, highlighting the importance
of credibility, confirmability, dependability, and transferability. The qualitative measures of
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reliability included meticulous documentation of the triangulated data collection and analysis
processes. The strategies for validity include saturation, triangulation of data, and member
checking. The reliability and validity processes combined ensure the credibility and repeatability
of the study.
Transition and Summary of Section 2
This section covered the study procedures specific to the researcher and the participants.
Included in this is the study methodology and population sampling. Additionally, this section
detailed the data collection and data analysis protocol, including the data collection instruments
employed within this study. Lastly, the reliability and validity factors for qualitative research
were explained in this section with specific measures that ensure the credibility of this study.
Section 3 concludes the study with the findings and interpretation of the collected data. It
includes pertinent themes identified by the research, and the relationship between those themes.
The concluding section will also discuss the application for professional practice and
recommendations for actions and future research. Section 3 provides reflection, summarization,
and conclusion of the research project.
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Section 3: Application to Professional Practice and Implications for Change
Teleworking opportunities continue to increase with industries such as finance and IT
experiencing substantial growth in recent years (Mann & Adkins, 2017). Technological
advancements provided leaders with the ability to concentrate efforts on critical skills and best
practices within the workforce unhindered by geographical boundaries (Picu & Dinu, 2016). As
work environments continue to shift, leadership strategies progress to accommodate these
changes (Allen et al., 2015). Three leadership theories (path-goal leadership, transactional
leadership, and situational leadership) and their relationship to career advancement within the
telework environment are integrated into this study. Path-goal theory focuses on leadership
behaviors that influence motivation, satisfaction, and performance to accomplish set goals
(Bickle, 2017; Dyer & Wallace, 2017; Jeanes, 2019; Northouse, 2016). A key feature of this
theory is the consideration given to followers and environmental characteristics to determine the
most appropriate leadership behavior (Jeanes, 2019). The focus is on achieving established
objectives which is a concept shared by the transactional leadership model (Bass et al., 2003;
Northouse, 2016). Under both models, leaders create comprehensible goals for the follower in
which rewards are offered (Bass et al., 2003; Northouse, 2016). Lastly, situational leadership
experts (Blanchard, 1985; Blanchard et al., 1985; Blanchard et al., 1992; Hersey & Blanchard,
1977, 1988; Hersey et al., 2008, 2013) noted there is no single best way to influence individuals
or groups to accomplish goals; therefore, the leader must adapt their behaviors to meet the
follower’s needs in varying situations.
A field study was conducted, and the findings are detailed in the following paragraphs.
The themes are presented with a discussion of their correlation to the conceptual framework,
research questions, anticipated themes, and existing literature. This section also includes an
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application to professional practice and recommendations for future study. The researcher’s
reflections, including personal and professional growth and biblical integration, close this
section.
Overview of the Study
The findings of the research conducted are presented in this section. Using a multiple
case study approach, the researcher explored leadership behaviors that were effective in
supporting career advancement for teleworkers. A field study was developed to answer specific
research question. The research questions focused on the leader’s experiences concerning
effective behaviors that support career advancement for teleworkers. Three research questions
were developed to address the problem of this study. The research questions include:
•

What leadership strategies and behaviors, if any, were used to successfully support career
development among teleworkers?

•

What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus a traditional office environment?

•

What challenges did leaders encounter and overcome when developing and supporting
career advancement strategies for teleworkers?

Semi-structured interviews were used to gain insight into the participants’ experiences regarding
leadership behaviors that support career advancement in the telework environment. Data were
collected by interviewing 12 organizational leaders in the Denver, Colorado area. The study was
not limited to a specific industry and included data system sales, health insurance acquisitions,
and logistics. The industry was left unconstrained by design in order to capture a broader range
of leadership experiences as it pertains to the topic of career advancement within the telework
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arena. Deeper insight from the leaders’ experiences was obtained through the use of diverse
participation.
A recruitment email was sent to five organizations with a brief overview of the study.
Three organizations responded and granted permission to conduct the study. The remaining two
organizations did not respond. A follow up email was sent to both nonresponding organizations
two weeks after the initial email was sent. Neither organization responded to the second inquiry.
Participants were identified by the organizations’ gatekeepers and were subsequently required to
complete a prescreening survey to verify eligibility. Agreeing and eligible participants signed a
consent form prior to the interview (see Appendix G). Each participant was assigned an
alphanumeric pseudonym, which served as the participant’s identification code. The alphabetic
position identified the organization while the numeric position referenced the participant, in
random order.
The researcher used open-ended, semi-structured interview questions generated to
support the research questions. Subsidiary questions were used to gain further insight into the
participant’s views and experiences relevant to the primary question. A semi-structured process
was selected to provide flexibility during the interview. According to Robson and McCartan
(2016), semi-structured interviews provide freedom in sequencing the interview, giving the
researcher more time for topics and questions. During the interview, the researcher noted
observations and expressions to probe further questioning. Each interview was conducted using
the Zoom app and was recorded using a handheld recording device. Upon completion of the
interview, the researcher manually transcribed each recording. The researcher conducted member
checking by emailing the transcript back to the participant. The participant reviewed the
transcript for accuracy and responded during follow up with any clarifications or additional

99
information. To support confidentiality, all transcripts contained only the participant’s
identification code. All interview transcripts are included under Appendix H.
Data analysis consisted of a meticulous review and thorough coding to generate a set of
common themes adapted from the participant’s experiences and perceptions. The coding process
revealed a series of shared perceptions and experiences of leadership behaviors that positively
affect career advancement for teleworkers. With the number of repetitive themes, the researcher
was able to fully achieve data saturation within the sample. Creswell and Poth (2018) described
data saturation as the point in which the researcher no longer finds additional information that
adds to the knowledge or understanding of the topic. Data saturation is discussed in more detail
in the following section.
Reliability and validity were measured using a variety of methods. The interviews were
audio-recorded which, according to Robson and McCartan (2016), impedes potential threats to
the validity of the study. Similarly, data triangulation enhances the rigor of the research and
counters any additional threats to the validity (Robson & McCartan, 2016). The researcher used
data triangulation to strengthen the validity of this study. The researcher followed the interview
protocol during each interview to ensure consistency. Creswell and Poth (2018) found
consistency at every stage of the process to be paramount to reliability in qualitative research. To
further guarantee reliability, the researcher used a common coding platform, meticulously
transcribed each interview, and ensured data saturation was achieved. According to Creswell and
Poth (2018), transcripts enhance the reliability of the study.
Following the manual coding process, the researcher analyzed codes generated from the
NVivo 12 platform. The data were interpreted according to the research questions and applied to
the problem. This process yielded several themes which were compiled and applied to each
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research question. The top-level themes that emerged from this research include (a) intentional
communication, (b) performance-based monitoring and evaluation, (c) flexible leadership, and
(d) relationship building. This analysis included the relationship of the findings to the research
questions, conceptual framework, and existing literature.
To ensure data saturation was achieved, the researcher continued to interview participants
and analyze potential themes until no new themes emerged. According to Bhattacharya (2017),
the researcher constantly compares information to reach a point of data saturation. The
researcher continuously asked participants to add clarification or additional information if any
were present. Data saturation is achieved by conducting individual interviews until no new data
emerges (Creswell & Poth, 2018; Van Rijnsoever, 2017), and no greater understanding of the
subject matter results from further investigation (Mason, 2010). At the point in which the
interviews were concluded, each participant stated that no more information could be added. To
further ensure data saturation, the researcher conducted several iterations of analysis to search for
additional themes. While differing verbiage was used between participants, the researcher
categorized data based on meaning and intent. The researcher identified repeated themes among
the participant and determined that conducting additional interviews would yield comparable
results.
Presentation of the Findings
Data for this study were collected through interviews with 12 organizational leaders
across three organizations within the Denver, Colorado area. Data analysis was conducted with
themes compared to the conceptual framework and research questions. The researcher found that
the themes discovered through the study aligned with research questions, conceptual framework,

101
and literature. The emergent themes and their relationship to the study are discussed in detail
below.
Themes Discovered
The top-level themes emerging from the collected data align with each research question
and the framework. The emerging themes include (a) intentional communication, (b)
performance-based monitoring and evaluation, (c) flexible leadership, and (d) relationship
building. The relationship of the themes to the conceptual framework and research questions will
be discussed in greater detail later in this section. As a final note, participants found that
advantages or disadvantages existed primarily when some employees were teleworking, and
others were not. Participant B2 suggested that the playing field was equalized in terms of career
advancement during the COVID-19 pandemic because telework was forced upon all employees
within the organization.
Interpretation of the Themes
Theme 1: Intentional Communication. When organizational leaders considered
behaviors and strategies that were most effective in supporting career advancement for
teleworkers, intentional communication was primarily mentioned. Eleven of the 12 participants,
or approximately 92% of participants, discussed the effectiveness of communication as an
intentional activity. Participants qualified intentional communication as being among the most
effective behaviors in leading teleworkers through career advancement. Participant B2 stated,
“There are people that just do their work, and you don’t really interact at all. They need that
interaction, and a lot of them want that interaction, but they’re certainly not going to initiate it.”
Similarly, participant C4 suggested that teleworkers often fail to communicate when assistance is
needed because of a desire to figure it out and not be a bother which results in delayed and
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subpar performance. This aligns with the conclusion drawn by Birdie and Jain (2015) who found
that physical distance and infrequent communication between leaders and teleworkers negatively
impacts career advancement.
Intentional communication was described by participants as behaviors that include
discussing tasks and requirements and calling teleworkers to talk informally as a means of being
personable and building relationships, using videoconferencing technology to create a sense of
social presence, calling privately to discuss corrections, and holding team meetings over video
for team building and rapport. The level and type of communication applied is aligned with the
motivation and skill level of the teleworking employee. Participant B3 stated that one’s
leadership approach depends on the employee and their attitude toward their work. Intentional
communication enabled participants to understand the teleworker’s needs in order to develop a
strategy for career advancement. This follows the premise of path-goal theory in which experts
suggest there is a “best suited” leadership style determined by the individual’s motivation
(Jeanes, 2019). Four leadership behaviors are present under path-goal theory: directive,
supportive, participative, and achievement-oriented. Participants described using each of these
types of leadership approaches in terms of communication depending on the experience and
motivation of the teleworker.
Communication was often described as directive or prescriptive when applied to newer
employees or those lacking confidence or job knowledge. Several participants discussed the need
to be directive or prescriptive when supervising an inexperienced teleworker. Participant B2
noted that in addition to inexperience, some employees lack motivation and prefer to be given
instructions for each task. Directive leader behavior refers to a situation in which the leader
explains what is expected of the employee and how to perform a given task (House & Mitchell,
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1974). In this case, participants shared that they would employ a more directive leadership
approach although it commonly was the least preferred method of supervising. Some participants
compared the directive leader behavior to micromanagement highlighting the importance of
understanding the teleworker’s values and needs to ensure the line between directiveness and
micromanagement is not blurred. It is for this reason that intentional communication became a
significant theme in relation to path-goal theory. Participants found that one could not
appropriately lead or develop strategic plans for their employees without communication. In
telework, communication is an area that suffers due to a lack of visibility and physical distance
(Park & Cho, 2020). Participants noted that communication should be intentional and is the
leader’s obligation to ensure the teleworker’s needs and values are addressed.
In addition to directive leader behavior, several participants specified the need to be
supportive. One participant previously held the belief that all teleworkers appreciated autonomy
but learned through experience that the assumption was not true. Several participants suggested
that from their experience, teleworkers often desired supportive relationships. Supportive leaders
are characterized by friendliness, approachability, and mutual respect (Northouse, 2016). Many
participants asserted that leaders should be available and approachable so that teleworkers feel
comfortable addressing their values, needs, and goals. Intentional communication was commonly
mentioned as a method of allowing leaders to be perceived as available and approachable. Some
participants qualified their efforts as successful based on the teleworker’s comfortability in
approaching the leader to communicate their needs. Participants described some employees as
those who appreciate autonomy and work well when left alone. In such cases, participants noted
that less formal communication was more effective.
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Further, participants shared that intentional communication meant involving teleworkers
in decision-making activities in areas including work tasks and decisions that personally
impacted the teleworker’s career. Participants shared that communication is instrumental in
developing a career advancement plan for the teleworker. A3 stated, “I can’t help you if I don’t
know what you want.” An important aspect of developing a strategic career advancement plan,
according to participants, is garnering input from the teleworker. Participant B3 described a
method of probing the teleworker to determine areas of value to the individual. B3 stated,
I have that conversation. What do you value? What are you looking to do? How
independent do you want to be? What roles do you want to take? And then you try to
structure that when you make workload decisions.
B3 added, “We have people that want to get promoted too, and that’s competitive. You need
bullets. You need stuff to do so I have to pass out the workload that way.” Participants shared
that motivated teleworking employees contribute to the development of their leadership approach
by providing input concerning their goals and needs. Participants stated that they are intentional
about fostering a leader-member relationship that allows teleworkers to feel comfortable
contributing to their leadership approach as it concerns the teleworker’s career advancement
goals. Northouse (2016) described participative leader behaviors as one in which leaders create
an environment that invites subordinates to participate in decision making and when the
decisions impact the employee directly. Leaders will likely use participative leader behaviors
when employees are autonomously motivated, and tasks are ambiguous (Bickle, 2017).
Lastly, several participants asserted that success is a motivator in the telework
environment. Participants across all industries included in this study stated that more freedom
and autonomy is afforded to those teleworkers that demonstrated greater levels of performance
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and self-motivation. The common opinion among participants was that career advancement is an
individual responsibility that can only be supported by leadership, not achieved. Participants
expressed that leaders should present developmental opportunities or remove roadblocks that
impede one’s career growth, however it is the responsibility of the individual to accomplish their
career goals. According to Dyer and Wallace (2017), path-goal leadership holds that the leader’s
primary function is to bolster positive outcomes and rewards by establishing an unobstructed
path to goal achievement (i.e., clarifying objectives, eliminating obstacles, and improving job
satisfaction). Achievement oriented leader behaviors are effective for employees who set high
expectations for themselves and desire continuous growth (Bickle, 2017). According to
Northouse (2016), leaders using achievement-oriented behaviors display a high degree of
confidence that subordinates are capable of setting and accomplishing challenging goals.
Similarly, the notion of applying more or less formal communication aligns with
constructs of the Situational Leadership model. Participants shared experiences that described the
use of flexibility in one’s leadership approach, output-orientation, and intentional
communication. Participants discussed employing a specific set of behaviors commensurate with
the teleworker’s skill level and needs. Under the situational leadership model, the leader assesses
the follower’s performance readiness level in terms of ability and willingness to perform the task
and determines the appropriate style of leadership to implement (Hersey et al., 2008). The
leadership styles outlined in this model are the telling, selling, participating, and delegating
approaches (Hersey et al., 2008). Participants suggested that they provided more direction and
were more involved in task activities with teleworkers that demonstrated a lack of ability.
Similarly, these same participants discussed affording experienced teleworkers more autonomy
over their tasks and schedules.
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In addition, participants discussed the use of email and video technology to offer public
praise for superior performance. As a component of transactional leadership, several participants
discussed communication as a means of offering rewards for work efforts. This allowed leaders
to fill in networking gaps that are created by a lack of physical presence. Participant C2
explained, “Usually we’ll bring in upper-level bosses and send emails with them on…or boost
them up and give them more credit for it.” The idea was that passing names around to upper
management and across teams allows superior performers to remain in front of mind when
opportunities arise, or assistance is needed. According to Hartley et al. (2019), leaders offer
contingent rewards such as monetary bonuses, promotions, and high-level projects for superior
performers. Three of the 12 participants mentioned sending emails or otherwise notifying upperlevel managers of the teleworker’s successes on work projects as a means of building
connections between upper-level managers and teleworkers. Participant A1 suggested that
frequently mentioning teleworkers by name when communicating with upper-level managers
increases the teleworkers visibility and personhood. A1 noted, “When big bosses hear certain
names repeatedly, those names are offered back as suggestions, or at least inquiries, for
important projects.”
Several participants shared that being intentional about communication was the most
prominently changed behavior. This adjustment was motivated by the ineffective communication
that occurs when employees are physically distant. Participant C3 stated, “Some things that are
different are the ways we communicate, how frequently, and how we monitor work behaviors.”
Similarly, participant C4 noted, “I reach out probably more to the teleworker just to make sure
they understand the assignment or find out if they have any issues or are hitting any roadblocks.”
Moreover, C2 expressed, “I try to reach out more and let them know in a telework environment,
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the things I used to pass on during watercooler conversations are still there.” Participants shared
opinions and experiences concerning the loss of informal conversation and personability, which
created a need for intentional communication in the telework environment. Several participants
stated that naturally occurring conversation within the traditional office setting are lost to the
telework environment, therefore leaders must fill in the gap by acting purposefully to generate
those conversations. Participant A2 stated, “I don’t get to see their face daily to gauge their mood
so a lot of times, I hear things when it’s too late.” Likewise, B3 explained, “I’ve always gone to
great lengths to let them know I’m here…just to let people know they’re not alone because
sometimes it can be a little lonely in the telework environment.” In such, participants shared that
they were able to build and maintain trust in relationships that aided in improving performance
and career advancement. Participant A3 found that, “Laughter is minimal because nobody’s
around to crack a joke…Typing an ‘LOL’ doesn’t ring the same as the sound of actual
laughter…It doesn’t have the same effect on building good work relationships with coworkers.”
In an effort to be more personable, participants noted that video technology was preferred over
telephone conversations. Likewise, some participants shared that team meetings are held over
videoconferencing to create a space for employees to build relationships and network. This is a
behavior that was said to be created specifically to accommodate the telework environment as
these behaviors occur more organically in the traditional office setting.
Birdie and Jain (2015) further asserted that infrequent communication as a result of
physical distance leads to role ambiguity. With regard to role ambiguity, three of the 12
participants suggested that it is the responsibility of the leader to establish communication, and
not the duty of the teleworker. Participant C2 expressed, “It’s the supervisor’s job to build that
trust and communication. Sometimes we put that responsibility unduly on the subordinate, which
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is wrong.” A study on the impact of physical proximity between leaders, peers, and teleworking
employees (Sewell & Taskin, 2015) showed that respondents who telework reported
overcompensating to create a virtual presence in the workplace to prevent exclusion from
decision-making activities and stretch assignments.
Lautsch et al. (2009) emphasized that communication between leaders and teleworkers
via ICT is more frequently used for monitoring and scheduling purposes versus information
sharing and development. Consequently, teleworkers are often sidelined during advancement
opportunities (Hill et al., 2003). Four of the 12 participants mentioned knowledge or information
sharing as an important leadership behavior that impacts career advancement. Participant B1
referred to communication in the telework environment as an avenue for “information sharing,
feedback, rapport, and direction, if needed.” Participant C2 stated,
I increased my ability to reach out to people and because of my position, I have more
insight into what they need to do to advance. I try to reach out more to let them know that
things I used to pass on during watercooler conversations are still there.
Allen et al. (2015) indicated that teleworkers lose informal conversations that influence
knowledge sharing and learning opportunities. On the same note, Bentley et al. (2016) found that
teleworkers spend less time interacting with peers and organizational leaders resulting in limited
interpersonal communication and knowledge sharing. This is significant because the exchange of
implicit information and knowledge sharing among employees is paramount to employee
development (Chirawattanakij & Ractham, 2015). To counteract the impact of physical distance
on information sharing, participants C2 and C4 emphasized the use of technology, specifically
Microsoft Teams, to share information in real time.
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Two of the 12 participants directly addressed networking as a positive outcome of
intentional communication. Participant B1 suggested that intentional communication helps “level
the playing field” between teleworkers and onsite workers in terms of networking by allowing
information concerning upcoming opportunities to be passed along. Participant B2 affirmed that
regular informal team meetings are necessary for team building and networking. B2 stated,
Other supervisors hold team meetings over the phone because it’s quicker, but I prefer
having meetings over video. My team likes to talk, apart from business stuff. It’s like
having lunch together and getting to know each other. It’s important.
In other ways, participants discussed “filling in the gap” for teleworkers who are unable to
participate in the informal conversations that lead to networking.
Five of 12 participants discussed the significance of communication in relation to being
neglected or passed over for career advancement projects or opportunities. Participant B2 stated,
“I have to be intentional about keeping up with them and keeping them in mind so that I don’t
skip them over just because I can’t see them.” In the same way, participant A2 explained, “I
found that leading teleworkers through career advancement is different than leading employees I
can see daily. The main difference is the informal conversation and the out of sight, out of mind
issue that we run into with teleworkers.” B2 proclaimed, “It is easy, easy, easy to forget about
people, until something happens, or they haven’t done something, and an issue comes up.”
Lautsch et al. (2009) highlighted a need for leaders to learn how to better support teleworking
employees in an environment where they are frequently out of sight. The concern is that “out of
sight” truly is “out of mind,” meaning that employees who are rarely seen within the traditional
office are forgotten or otherwise not considered for opportunities that may promote career
advancement (Sewell & Taskin, 2015). Participants found that in their experience, intentional
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communication is an effective way to be present with teleworkers and to make it clear that they
are valued. Experts suggest that promotion factors extend beyond work performance and may
include subjective elements such as social networking, workplace context, leadership behaviors
and relationships, and embeddedness (Chattopadhyay & Choudhury, 2017; Enslin & Schulz,
2015; Marineau, 2017; Vega et al., 2015).
Participants offered that the primary challenges found in their experiences with telework
included the ineffective communication, difficulties building relationships, and role ambiguity.
To overcome the challenges, participants discussed the use of intentional communication to
clarify misunderstanding and to find resolution. Intentional communication was offered as a
solution to a variety of challenges including building relationships and the lack of visibility.
Additionally, participants highlighted the use of video technology to create relationships and
foster teamwork. Some participants mentioned stepping out of one’s comfort zone to be available
and personable. Some participants found that it was important to understand the needs of the
teleworker from the teleworker’s perspective. This was accomplished through open
communication with the teleworker.
The findings of this study showed that the intentionality of communication was
considered an important and effective leadership behavior that supports career advancement for
teleworkers. Communication is a behavior that is considered effective and important across all
work environments however there is an emphasis on the intentionality of communication in the
telework environment due to a lack of physical presence. Several participants offered opinions
concerning the effectiveness of communication on career advancement for teleworkers. The most
noted ideas presented were that intentional communication builds trust, allows teleworkers to
feel comfortable addressing their goals and needs, maintains presence and connections, and
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improves information flow. Participants expressed using communication strategically to enhance
the performance of their teleworking employees based upon each individual’s motivation and
skill level. This is a demonstration of path-goal theory and the situational leadership model.
Likewise, participants discussed using communication as a means of providing rewards and
correction when appropriate. This aligns with the contingent reward construct of the
transactional leadership model. These finding are consistent with experts who found that
teleworkers spend less time interacting with peers and organizational leaders resulting in limited
interpersonal communication and knowledge sharing (Bentley et al., 2016). The participants of
this study counteracted this phenomenon by using technology to enhance communication as an
intentional leadership activity. As telework continues to increase in popularity, ICTs improve
allowing the employees to communicate and seek more flexibility with work (Morganson et al.,
2010). Participants stated that intentional communication effectively supported career
advancement by created trust between teleworkers and leaders, creating rapport and comfort in
conversations in which career goals can be discussed, sharing information and opportunities for
growth, and improving individual performance by fostering an environment that is supportive
and available.
Theme 2: Performance-Based Monitoring and Evaluation. When organizational
leaders considered behaviors and strategies that were effective in supporting career advancement
for teleworkers, taking a performance-based approach to monitoring and evaluating teleworkers
was offered. Ten of the 12 participants, 83%, discussed the effectiveness of applying a
performance-based approach to leading teleworkers. Participant A1 asserted, “I try to be goaloriented and results-oriented, not clock-oriented. I’m in sales so I think people are motivated by
success. There’s incentive for everybody to work hard when you’re driven by results and not
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clock time.” Participant B3 mentioned, “One of the biggest differences is appearance, because
people do look at appearances. How someone dresses or what they look like would play a part,
and in teleworking none of that stuff matters. Output matters.” Similarly, participant B2 said,
“Career advancement is more about output. What product are you putting out? You can tell when
somebody is not doing their job. When that ball drops, it’s pretty loud.”
These findings are consistent with existing academic literature. Peters et al. (2016)
affirmed that individual productivity in the form of efficiency, productiveness, effectiveness, and
work quality may be the single most important telework outcome to be considered. Groen et al.
(2018) explained that the ability to monitor employee behavior is reduced with telework, and
greater emphasis is placed on output controls. Others have found that the seclusiveness of
telework makes behavior-based controls (i.e., time sitting at a desk) impractical; output-based
controls may be more appropriate, conceding that the metrics for assessing job performance in
terms of output are available (Kim et al., 2021).
One of the many documented challenges of leading teleworkers is the method in which
leaders manage their employees. Participant A2 noted, “Since teleworkers re typically rated by
output, performance is an important metric.” Park and Cho (2020) reported that some managers
prefer to see their employees in the office as opposed to leading them by ICT, thereby placing a
greater value on physical presence than high-level performance. They argued that supervisors are
notably worried about the lack of visibility, and reduced control over employees as a
consequence of telework. The participants of this study did not express feeling worried over
reduced control, however, the lack of visibility was mentioned as a challenge to be overcome
with the use of intentional communication. Participant C2 stated, “You really have no choice but
to allow them a little more freedom. You are not seeing everything that they’re doing. You’re
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just not monitoring the same way that you would in the office.” When asked to consider the least
effective leadership behavior or strategy for the purpose of supporting career advancement for
teleworkers, three participants stressed clock-watching as being “detrimental to morale” and a
“poor use of time.” Participant A1 described clock-watching as counterintuitive and illustrated it
with an example of marathon running. This participant explained, “…your objective is to finish
the marathon...someone finishes in four hours and it takes somebody else five. What are you
going to do? Make the person that only took four hours run for another hour?”
Burns (1978) described transactional leadership as a distinct strategy positing that the
exchange of work and reward between the leader and employee maximizes gains for both the
organization and the individual. Leaders offer contingent rewards such as monetary bonuses and
promotions, and sanctions including negative feedback and corrective coaching for successful, or
unsuccessful, achievement of set expectations (Hartley et al., 2019; McCleskey, 2014). When
asked to share experiences concerning the participant’s treatment of superior and subpar
performance, the common opinion was that superior performers were recognized publicly while
subpar performance was addressed privately.
Participants stated that official rewards were predetermined by the organization and the
supervisor’s capacity within the official reward system was limited to nominating deserving
members. Participant B2 explained, “I don’t have any control over the formal system.”
Participants noted that alternative methods of rewarding superior performance that fall within the
supervisor’s purview include informing upper-level managers of the teleworker’s superior
performance, applauding one’s effort and performance publicly among peers, assigning more
challenging projects that will enhance job knowledge and experience, and offering more freedom
and autonomy in managing assigned projects. Conversely, participants asserted that subpar
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performance held commensurate consequences that ranged from admonishment to potential
release from one’s position. Participant C3 declared, “Everything we do is dual purposed. It is
for the benefit of the organization and simultaneously beneficial for the employee. It really is a
transactional relationship if you think about it…If they perform well then opportunities arise.”
Participant C4 stated, “It depends on the situation and in this case, the severity of the problem. It
could mean losing their job if it’s bad enough.” Most often, corrective coaching and training was
offered as a result of subpar performance. According to Berkovich and Eyal (2019), transactional
leaders can measure success against the organization’s existing reward-penalty system.
Participants described career advancement in terms of individual roles. The common
opinion was that applying a performance-based approach is highly effective in supporting
teleworkers through career advancement. Participants shared that from their experiences, output
is the most important metric to consider for career advancement purposes. Participants
commonly believe that success acts as a motivator and that teleworkers will work diligently to
succeed when they have individually set career goals. Several participants expressed feeling that
the leader-member relationship is transactional in that the teleworker’s success is contingent
upon their performance. One participant stated that leading teleworkers is dual-purposed
meaning that benefits exist for both the teleworker and the organization when the teleworker
performs well. That not only incentivized the teleworker to perform well but also the supervisor
to lead well. The rationale for employing a contingent reward system is to devise an incentive
mechanism through which employees expect their efforts to bolster performance and to be
rewarded in turn (Hartley et al., 2019). Field experts assert that employees are motivated by
rewards and other positive outcomes to put greater effort towards performing their jobs well
(Bass et al., 2003; Wang et al., 2011). With that expectation, employees can minimize workplace
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anxiety, fulfill their own interests, and focus on clear organizational objectives (Sadeghi & Pihie,
2012).
Theme 3: Flexible Leadership. Ten of 12 participants, 83%, discussed flexible
leadership within their leadership approach to career advancement in the telework environment.
Participant A2 stated, “I always try to be as flexible as possible in my leadership approach so that
I can support all types of personalities and situations.” Participant A1 asserted,
You're going to run into all different kinds of people, all different kinds of employers,
and all different kinds of leaders, and all the different kinds of co-workers, right. So it
really depends on what it is that they want to do.
This opinion was common among participants. Participant B3 noted, “For me, when I lead, it just
depends on the people that I’m leading.” B3 emphasized the importance of adjusting one’s
leadership approach based on the teleworker’s attitude and ability. A2 answered, “Like in an
office, teleworking employees have different needs, skill levels, and temperaments. You have to
be able to adjust according to their professional needs and personality.”
The findings align with the constructs of path-goal theory and situational leadership.
Path-goal theory highlights flexible leader behaviors consistent with follower motivation
(Northouse, 1996). Path-goal theory assumes that leaders are flexible and able to adjust
according to situational demands (Northouse, 2016). Similarly, situational leadership suggests
the use of a flexible leadership model in which leadership style depends on the employee’s
performance readiness level (Hersey et al., 2008). The premise behind situational leadership is
that there is no single best way to influence individuals to accomplish goals; the leader must
adapt behaviors to meet the follower’s needs in varying situations (Blanchard, 1985; Blanchard
et al., 1985; Blanchard et al., 1992; Hersey & Blanchard, 1977, 1988; Hersey et al., 2008, 2013).

116
The data collected in this study demonstrated many components of situational leadership.
Participants discussed employing a specific set of behaviors commensurate with the teleworker’s
skill level and needs. Under the situational leadership model, a balance between task and
relationship behaviors is applied according to the employee’s level of performance readiness
(Hersey et al., 2008). These leadership styles include telling, selling, participating, and
delegating (Hersey & Blanchard, 1982; Hersey, 1985; Hersey et al., 2008). Task behaviors are
described as the extent in which leaders engage in defining follower roles, providing instructions,
establishing formal lines of communication, and creating organizational patterns (Bass, 2008;
Daft, 2014; Hersey & Blanchard, 1969, 1979, 1981). This includes telling employees what to do,
how to do it, when it should be done, and by whom (Hersey et al., 2008).
Participants shared that using a more directive approach with inexperienced teleworkers
is preferred. Further, participants asserted their intentionality about communicating with
teleworkers to the degree that is necessary based upon their ability to perform assigned tasks.
Participants explained that being flexible is important in creating an environment in which
employees feel confident performing tasks. Similarly, participants suggested that prescriptive
conversations were conducted to provide direction. These behaviors are indicative of the telling
leadership style, which corresponds with followers that are unable or unwilling to perform a
given task (Hersey & Blanchard, 1969, 1979, 1981).
Participants described allowing teleworkers to participate in decision-making activities
and delegating work as opposed to being overly hands-on with self-motivated and highly skilled
teleworkers. In fact, one participant qualified delegation as the most effective leader behavior in
supporting career advancement for teleworkers. Participant B2 shared an opinion regarding the
usefulness of delegation, ranking it among the most effective leadership behaviors. B2 stated, “It
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works really well when you have people that are self-sufficient.” Likewise, participants stated
that allowing teleworkers to contribute to decisions made in areas that impact their career growth
is a significant leader behavior that supports career advancement for teleworkers. Participant C3
shared, “They contribute as much as possible…I’m flexible in my approach so I try to meet them
where they are. In that way, my employees’ kids dictate how I’m going to lead just by the nature
of being themselves.” These behaviors reflect both participating and delegating leadership styles
which correspond with followers who exhibit moderate to high readiness levels.
Flexibility as a leader behavior or strategy was often discussed in terms of flexibility in
scheduling and level of directiveness. B1 shared that more freedom and flexibility is offered to
employees who perform well. A1 stated,
I'm always on and I'm always off. That's how I choose to work, and that's the way I like
to have employees work as well. They don't have to do that. If somebody wanted to work
specific hours and not be bothered after hours, they have that right.
Allowing autonomy in work was a shared experience among these participants. A2 noted,
I like to think that telework is reserved for employees who have proven their ability to
work autonomously, but with the pandemic we had to employ everyone remotely. That
was a shift because we expect little training to be required in the remote field.
Similarly, B2 offered the following,
I value autonomy. My bosses make me happy if they leave me alone. I used to think
everybody valued that, but lot of people want to be just told what to do, know what the
expectations are, and be done. So I always try to figure that out.
The value of autonomy in telework is found throughout literature. Beauregard et al.
(2019) noted that employees offered higher levels of commitment to the job in exchange for
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increased autonomy. Additionally, Costa et al. (2018) found that indirect control procedures
driven by autonomous motivation and trust are replacing traditional employment relationships. In
the same way, increased flexibility is said to be an important non-monetary reward that is often
favored by organizations (Mayo et al., 2008). The willingness of leaders to offer autonomy in
telework has been a point of contention within literature. While some suggest that autonomous
motivation is highly supported in the telework arena (Costa et al., 2018), others argue that
leaders by and large are unwilling to relinquish control and authority within the context of
telework autonomy (Sewell & Taskin, 2015). The findings of this study lean in favor of
supporting flexible leadership behaviors and autonomy. Lastly, participants found that adopting a
flexible leadership approach allows more autonomy where appropriate, coupled with intentional
communication, was successful in overcoming the role ambiguity issue.
Micromanagement. Micromanagement was frequently mentioned as a negative leader
behavior that disrupts trust and autonomy. When asked to consider the least effective leader
behavior or strategy used to support career advancement for teleworkers, five participants
discussed micromanagement. Participants qualified micromanagement as fluid, a slippery slope,
and an ineffective use of time. A2 stated, “I guess micromanaging is somewhat fluid depending
on who you’re managing and how much communication they appreciate. This is where you run
into a bit of contention with roles and responsibilities.” B2 noted,
You cannot really overly manage somebody. I don’t want to say micromanage, that’s not
effective anyway. It’s difficult to be prescriptive and directive without sounding like a
micromanager. I need to do that sometimes because we have inexperienced people. I find
it difficult because it’s hard to communicate.
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The findings lend themselves to flexible leadership models such as situational leadership and
path-goal theory as the degree of directive behaviors, thus frequency of communication, depends
largely on the subordinate (Hersey et al., 2008; Northouse, 1996).
Goal-Oriented. Five participants discussed the significance of leading teleworkers
according to set goals. A1 emphasized goal-orientation stating that an individual must set goals
and work to achieve them. A1 stated, “It’s the supervisor’s role to support their employee by
providing opportunities and guidance to achieve those goals, but it’s up to them to do the work.”
This opinion was shared by participant B1 who suggested that teleworkers are responsible for
deciding on and working toward personal career goals, while one’s leadership approach with that
individual should be aimed toward supporting that endeavor.
Theme 4: Relationship Building. This theme is closely related to communication
however there is significance in relationship building as a stand-alone theme. Again, 10 of 12
participants, 83%, suggested that relationship building is an important leadership behavior that
supports career advancement for teleworkers. Participant B3 said this, “I think that whenever
people are working together and you’re with that group of people all day long, some of your
personality comes out and there’s a lot more of yourself that people may love or not love.” B3
discussed relationship building as a challenge for leaders in telework in which the lack of face
time creates difficulties in knowing one’s team personally. C2 stated,
I think when you’re talking about advancing someone’s career, it’s a bit personal. I think
through telework we miss the personal aspect of it. Even talking through video, it’s hard
to be as personal as sitting down and looking at each other.
In contrast to task behaviors within the situational leadership model, relationship behaviors
include creating harmonious relationships, engaging in two-way or multiway communication,
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integrating employees into the process of developing action plans, and reducing emotional
conflict (Bass, 2008; Daft, 2014; Hersey & Blanchard, 1969, 1979, 1981; Hersey et al., 2008).
Participants discussed the significance of relationships in leading teleworkers through career
advancement. Improving communication was commonly described as the primary tool for
building healthy relationships. Participants noted that being available and supportive as a leader
was paramount to the teleworker’s success. One participant asserted that clarifying
misunderstandings and resolving conflict were among the most important behaviors for a leader
in the telework environment.
Allen et al. (2015) stated that telework alters communication in such a way that leaderemployee relationships may suffer. To combat the effects of physical distance, participants
discussed the use of video conferencing as a tool to create a sense of presence and personability.
Participant B2 explained, “We have team meetings on video. Other teams use the phone but my
team likes to do it on video because they like to talk and connect.” This line of thought is
supported in literature as video communication has been suggested to perceivably enhance
human relationships by fostering a sense of social presence (Long, 2010). Social presence
implies that the telework environment can be viewed similarly to the physical environment by
permitting individuals to feel connected and physically present with each other (Long, 2010).
Video technology as a substitute for physical presence is up for debate as some scholars found
that virtual relationships in which communication is conducted solely via the internet failed to
adequately replace personal contact (Wojak et al., 2016). Likewise, Long (2010) suggested that
virtuality requires trust to adequately function, and technology on its own is not.
Trust. Of the nine participants that mentioned relationship building as a significant leader
behavior, five said that its effectiveness is related to trust. When asked to describe the
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effectiveness of their leadership approach, B3 responded with, “I’ve been able to gain their trust
and their output is a lot better.” Similarly, C2 noted,
I think anytime you have a good relationship with your employees, they’ll trust you a
little more. When they trust you, they’re more comfortable coming to you with their
needs as far as how to advance their career or to advance their job knowledge.
This is consistent with some expert’s interpretation of the situational leadership model who
suggest that the leader must prepare and “earn the right” to intervene (Hersey & Chevalier,
2000). This occurs through practicing relationship behaviors and building trust. When leaders
intervene without taking the time to assess the follower’s readiness, the follower may become
defensive resulting in a declined performance (Hersey & Chevalier, 2000). This also aligns with
literature in which scholars such as Ivanov (2020) qualify the lack of trust in virtual relationships
as the number one reason for virtual team failures. Ivanov (2020) posited that extra effort must
be made to build trust as bonds cannot be built informally at the coffee machine as it could in
office. He further highlights that need to be intentional about finding innovative ways to build
trust despite physical distance.
Summary of Interpretation of Themes. Four overarching themes emerged from the
analysis of the data collected for this study. The emerging top-level themes include (a)
intentional communication, (b) performance-based monitoring and evaluation, (c) flexible
leadership, and (d) relationship building. Intentional communication was the most widely
discussed leader behavior with 92% of participants offering opinions regarding the effectiveness
and need for this particular activity. The prevailing opinion found within the collected data was
that communication and relationship building should be performed intentionally within the
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telework environment to enhance knowledge sharing, leader availability, networking, and trust
while counteracting ineffective communication that occurs due to physical distance.
The second theme, performance-based monitoring and evaluation, was highly mentioned
with 83% of participants offering that using a performance-based approach was preferred over a
behavioral-based approach. Many participants shared that exercising a clock-oriented approach
or behavior-oriented approach was ineffective and demoralizing to the teleworker. The common
opinion shared among participants concerning the performance-based theme was that
teleworkers are goal-driven, and that career advancement in the virtual environment is based
highly on individual performance. This opinion was connected to flexible leadership which is
discussed as the third theme.
Flexible leadership considered an effective leader behavior among 83% participants.
Flexibility was discussed in terms of both flexible leadership approaches and flexible scheduling.
A common opinion among participants was that one’s leadership approach depends highly on the
attitude and aptitude of the teleworker. Many discussed the use of intentional communication for
the purpose of correction and training, and autonomy as a form of freedom and trust for high
performers. Several participants shared that their teleworkers directly influenced their leadership
approach by discussing individual goals and needs, and by partnering with leaders to develop an
attainable career plan. Flexible scheduling was another opinion shared by several participants.
The prevailing thought was that output holds more significance than work hours. Participants
shared that more flexibility is afforded to teleworkers because traditional rules and behaviors are
difficult to enforce beyond the office setting. Similarly, participants shared that much of the
focus is on goals as opposed to work time. Micromanagement was commonly thought to be an
ineffective approach to leading teleworkers.
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The final theme that emerged as a result of this study is relationship building. The
effectiveness of this theme is discussed in terms of trust. Again, the effectiveness of this behavior
lies in the intentionality of supervisors to build healthy relationships in the telework
environment. Relationship building in a common leadership behavior discussed across various
work environments however it is the intentionality of leadership to ensure relationships are built
while being geographically separated that in significant. Participants found that building
relationships with teleworkers in an intentional activity that results in trust and improved output.
This aligns with literature in which scholars found that a lack of trust caused failures within
virtual teams (Ivanov, 2020).
Relationship of the Findings
The research conducted focused on leadership behaviors and strategies that support
career advancement for teleworkers. After conducting a multiple case study across three
organizations, many themes emerged. These themes provided insight into the leaders’ opinions
concerning (a) intentional communication, (b) performance-based monitoring and evaluation, (c)
flexible leadership, and (d) relationship building. The following sections will apply those
emerged themes to the research questions, conceptual framework, literature, anticipated themes,
and the problem. The leaders interviewed provided their experiences and opinions that addressed
each of the research questions. Some of the themes were not anticipated, which triangulation
helped increase the validity of the study.
Research Questions. The research questions addressed in this study focused on the
problem found within the teleworking environment in which unsupportive leader behaviors lead
to high employee turnover rates and low participation in the telework program (Choi, 2018). The
variables presented by several organizational leaders provided insight into the behaviors and
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strategies that have been used to support career advancement for teleworkers. The following
questions guided the researcher throughout the study to understand the problem and actions
taken to adapt to changing work structures.
Research Question 1. What leadership strategies and behaviors, if any, were used to
successfully support career development among teleworkers? Research question 1 was
developed to understand common leader behaviors and strategies that have been implemented
across organizations and industries to aid teleworkers in achieving their career goals. This
question is explored through discussions with leaders at various levels who have developed
successful strategies to support career advancement for teleworkers. The participants indicated
four behaviors or strategies that have proven to be successful in supporting teleworkers through
career advancement. Those behaviors and strategies include intentional communication, taking a
performance-based approach, exercising flexible leadership, and building relationships. Within
the discussion of the successful behaviors, ineffective strategies were also discussed. Those
behaviors include micromanagement, taking a hands-off approach, and exercising behaviororiented monitoring.
Participants indicated that intentional communication serves as the most effective
strategy to lead teleworkers through career advancement. Intentional communication includes
behaviors such as calling teleworkers to talk informally as a means of being personably and
building relationships, using videoconferencing technology to create a sense of social presence,
calling privately to discuss corrections, and holding team meetings over video for team building
and rapport. In addition, participants discussed the use of email and video technology to offer
public praise for superior performance. This allowed leaders to fill in networking gaps that are
created by a lack of physical presence. The idea was that passing names around to upper
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management and across teams allows superior performers to remain in front of mind when
opportunities arise, or assistance is needed. Participants further noted that intentional
communication allowed leaders to demonstrate their availability to teleworkers.
A major problem with communication was said to be the hesitancy of teleworker to
disrupt coworkers or supervisors. Being too busy, or otherwise unavailable, was considered
problematic as it created hurdles for both leaders and employees in the telework environment.
Removing communication barriers and “reaching out” was said to be the role of the leader by
several participants. Participants stated that intentional communication effectively supported
career advancement by created trust between teleworkers and leaders, creating rapport and
comfort in conversations in which career goals can be discussed, sharing information and
opportunities for growth, and improving individual performance by fostering an environment
that is supportive and available.
Participants agreed in large part that applying a performance-based approach to
monitoring and evaluating was an effective strategy in supporting career advancement for
teleworkers. Participants indicated that in career advancement, output is the most important
metric. Similarly, participants shared that it is more effective to monitor performance than to
monitor the clock, appearances, or other traditional work-related behaviors. The strategy was
described as one that empowers and motivates employees to perform well. Participants shared
that career advancement was in large part the responsibility of the individual to set goals and
perform well to achieve them. This strategy was described by participants as one that allows
teleworkers to maintain control of their performance and career growth.
Flexible leadership was also discussed as effective leadership behaviors that support
career advancement. Flexible leadership was highly mentioned as a means of meeting the
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teleworkers professional needs. Participants mentioned the fact that all employees are different
and while some may prefer autonomy, others prefer more direction and supportive
communication. Several participants indicated that their leadership approach was based on the
individual. The majority of participants indicated that micromanagement was an ineffective
approach that deteriorates trust and performance. Flexible leadership was qualified as effective in
supporting career advancement for teleworkers by building trust, enhancing performance, and
empowering employees.
Lastly, participants indicated that building relationships was an effective and important
leadership strategy that supported career advancement for teleworkers. Participants shared that
the physical distance created by telework diminishes working relationships between the
teleworkers and the leader. As a method of counteracting this phenomenon, participants stated
that it is important to apply innovative methods of building relationships in a virtual
environment. A common theme among participants was the use of video technology to create a
sense of social presence and personability. Even so, some participants claimed that while video
technology is helpful, it did not fully replace in-person interactions. Building relationships
effectively supported career advancement by fostering trust and demonstrating concern for
teleworkers on an individual basis. Participants noted the importance of ensuring teleworkers
understood that they were noticed and valued in the workplace.
Research Question 2. What differences in the leadership style, if any, were present in
supporting career advancement in the telework environment versus a traditional office
environment? The relationship between the leader and the teleworker is an integral component of
the study and provides the foundation for understanding the differences in career development
strategies between teleworkers and non-teleworkers. Participants indicated that their leadership
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ideologies and approach remained largely intact while several components of their behavior
changed to accommodate the telework environments.
Several participants shared that being intentional about communication was the most
prominently changed behavior. This adjustment was highly related to the out of sight, out of
mind phenomenon that occurs when employees are physically distant. Participants shared
opinions and experiences concerning the loss of informal conversation and personability, which
created a need for intentional communication in the telework environment. Several participants
stated that naturally occurring conversation within the traditional office setting are lost to the
telework environment, therefore leaders must fill in the gap by acting purposefully to generate
those conversations. In such, participants shared that they were able to build and maintain trust in
relationships that aided in improving performance and career advancement. In an effort to be
more personable, participants noted that video technology was preferred over telephone
conversations. Likewise, some participants shared that team meeting are held over
videoconferencing to create a space for employees to build relationships and network. This is a
behavior that was said to be created specifically to accommodate the telework environment as
these behaviors occur more organically in the traditional office setting.
In addition, participants held that employees were offered more autonomy and flexibility
in the telework environment. The primary reason for this change was that the virtual
environment made traditional methods of supervising difficult to perform, and leaders were
essentially required to adapt and output-based method of monitoring over behavior-based (i.e.,
time sitting at the desk). Applying a performance-based approach to supervising teleworkers was
a common theme among participants. Participants found that this was the most effective method
for supervising employees that are not visible, however some shared that performance metrics
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were preferred over behavioral metrics both in office and in the virtual field. Participants stated
that superior performers were offered more challenging projects and remained in front of mind
for upcoming opportunities. Similarly, participants shared that maintaining a flexible leadership
approach was important in the telework environment however many stated that this behavior was
carried over from the traditional office setting and not created to accommodate the virtual
environment.
Research Question 3. What challenges did leaders encounter and overcome when
developing and supporting career advancement strategies for teleworkers? This research question
was developed to understand leader behaviors and strategies that were developed as an effort to
overcome challenges specific to telework. Participants offered that the primary challenges found
in their experiences with telework included the lack of visibility (out of sight, out of mind),
difficulties building relationships, misunderstandings in communication, impersonal
communication, and role ambiguity. To overcome the challenges, participants discussed the use
of intentional communication to clarify misunderstanding and to find resolution. Intentional
communication was offered as a solution to a variety of challenges including building
relationships and the lack of visibility. Additionally, participants highlighted the use of video
technology to create relationships and foster teamwork. Some participants mentioned stepping
out of one’s comfort zone to be available and personable. Some participants found that it was
important to understand the needs of the teleworker from the teleworker’s perspective. This was
accomplished through open communication with the teleworker. Lastly, participants found that
adopting a flexible leadership approach allows more autonomy where appropriate, coupled with
intentional communication, was successful in overcoming the role ambiguity issue.
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Conceptual Framework. The conceptual framework provided structure for the research.
It consisted of several leadership theories and models. The concepts included constructs of pathgoal theory, transactional leadership, and situational leadership. The following sections will
discuss the findings in relationship to the components of the conceptual framework.
Path-Goal Theory. According to Jeanes (2019), experts argue that there is a “best suited”
leadership style that is based on the individual’s motivation. Four leadership behaviors are
outlined under the path-goal theory: directive, supportive, participative, and achievement
oriented. Throughout the field study, participants shared opinions and experiences that were
closely aligned with the constructs of path-goal theory. The prevailing themes that emerged from
this study that are in alignment with path-goal theory are intentional communication and
flexibility. Several participants suggested that their leadership approach depended on the
teleworker being supervised. This was discussed in terms of motivation or attitude, ability, and
goals. Participant B3 stated that one’s leadership approach depends on the employee and their
attitude toward their work. Intentional communication enabled participants to understand the
teleworker’s needs in order to develop a strategy for career advancement.
Several participants discussed the need to be directive or prescriptive when supervising
an inexperienced teleworker. Participant B2 noted that in addition to inexperience, some
employees lack motivation and prefer to be given instructions for each task. Directive leader
behavior refers to a situation in which the leader explains what is expected of the employee and
how to perform a given task (House & Mitchell, 1974). In this case, participants shared that they
would employ a more directive leadership approach although it commonly was the least
preferred method of supervising. Some participants compared the directive leader behavior to
micromanagement highlighting the importance of understanding the teleworker’s values and
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needs to ensure the line between directiveness and micromanagement is not blurred. It is for this
reason that intentional communication became a significant theme in relation to path-goal theory.
Participants found that one could not appropriately lead or develop strategic plans for their
employees without communication. In telework, communication is an area that suffers due to a
lack of visibility and physical distance (Park & Cho, 2020). Participants noted that
communication should be intentional and is the leader’s obligation to ensure the teleworker’s
needs and values are addressed.
In addition to directive leader behavior, several participants specified the need to be
supportive. One participant previously held the belief that all teleworkers appreciated autonomy
but learned through experience that the assumption was not true. Several participants suggested
that from their experience, teleworkers often desired supportive relationships. Supportive leaders
are characterized by friendliness, approachability, and mutual respect (Northouse, 2016). Many
participants asserted that leaders should be available and approachable so that teleworkers feel
comfortable addressing their values, needs, and goals. Intentional communication was commonly
mentioned as a method of allowing leaders to be perceived as available and approachable. Some
participants qualified their efforts as successful based on the teleworker’s comfortability in
approaching the leader to communicate their needs.
An important aspect of developing a strategic career advancement plan, according to
participants, is garnering input from the teleworker. Participants shared that motivated
teleworking employees contribute to the development of their leadership approach by providing
input concerning their goals and needs. Participants stated that they are intentional about
fostering a leader-member relationship that allows teleworkers to feel comfortable contributing
to their leadership approach as it concerns the teleworker’s career advancement goals. Northouse
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(2016) described participative leader behaviors as one in which leaders create an environment
that invites subordinates to participate in decision making and when the decisions impact the
employee directly. Leaders will likely use participative leader behaviors when employees are
autonomously motivated, and tasks are ambiguous (Bickle, 2017).
Lastly, several participants asserted that success is a motivator in the telework
environment. Participants across all industries included in this study stated that more freedom
and autonomy is afforded to those teleworkers that demonstrated high levels of performance and
self-motivation. The common opinion among participants was that career advancement is an
individual responsibility that can only be supported by leadership, not achieved. Participants
expressed that leaders should present developmental opportunities or remove roadblocks that
impede one’s career growth, however it is the responsibility of the individual to accomplish their
career goals. According to Dyer and Wallace (2017), path-goal leadership holds that the leader’s
primary function is to bolster positive outcomes and rewards by establishing an unobstructed
path to goal achievement (i.e., clarifying objectives, eliminating obstacles, and improving job
satisfaction). Achievement oriented leader behaviors are effective for employees who set high
expectations for themselves and desire continuous growth (Bickle, 2017). According to
Northouse (2016), leaders using achievement-oriented behaviors display a high degree of
confidence that subordinates are capable of setting and accomplishing challenging goals.
Transactional Leadership. Burns (1978) described transactional leadership as a distinct
strategy positing that the exchange of work and reward between the leader and employee
maximizes gains for both the organization and the individual. Leaders offer contingent rewards
such as monetary bonuses and promotions, and sanctions including negative feedback and
corrective coaching for successful, or unsuccessful, achievement of set expectations (Hartley et

132
al., 2019; McCleskey, 2014). Tworoger et al. (2013) found that transactional leadership
contributed to perceived employee satisfaction through the establishing of clearly defined
expectations and goals. Early communication of these expectations and goals set the stage for
positive performance and strong leader-follower relationships (Tworoger et al., 2013). When
asked to share experiences concerning the participant’s treatment of superior and subpar
performance, the common opinion was that superior performers were recognized publicly while
subpar performance was addressed privately. Some participants stated that official rewards were
predetermined by the organization and the supervisor’s capacity within the official reward
system was limited to nominating deserving members. Participants noted that alternative
methods of rewarding superior performance that fall within the supervisor’s purview include
informing upper-level managers of the teleworker’s superior performance, applauding one’s
effort and performance publicly among peers, assigning more challenging projects that will
enhance job knowledge and experience, and offering more freedom and autonomy in managing
assigned projects. Conversely, participants asserted that subpar performance held commensurate
consequences that ranged from admonishment to potential release from one’s position. Most
often, corrective coaching and training was offered as a result of subpar performance. According
to Berkovich and Eyal (2019), transactional leaders can measure success against the
organization’s existing reward-penalty system.
Participants described career advancement in terms of individual roles. The common
opinion was that applying a performance-based approach to monitoring and evaluating
teleworkers is highly effective in supporting teleworkers through career advancement.
Participants shared that from their experiences, output is the most important metric to consider
for career advancement purposes. Participants commonly believe that success acts as a motivator
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and that teleworkers will work diligently to succeed when they have individually set career
goals. Several participants expressed feeling that the leader-member relationship is transactional
in that the teleworker’s success is contingent upon their performance. One participant stated that
leading teleworkers is dual-purposed meaning that benefits exist for both the teleworker and the
organization when the teleworker performs well. That not only incentivized the teleworker to
perform well but also the supervisor to lead well. The rationale for employing a contingent
reward system is to devise an incentive mechanism through which employees expect their efforts
to bolster performance and to be rewarded in turn (Hartley et al., 2019). Field experts assert that
employees are motivated by rewards and other positive outcomes to put greater effort towards
performing their jobs well (Bass et al., 2003; Wang et al., 2011). With that expectation,
employees can minimize workplace anxiety, fulfill their own interests, and focus on clear
organizational objectives (Sadeghi & Pihie, 2012).
Situational Leadership. The data collected in this study demonstrated many components
of situational leadership. Participants shared experiences and opinions that described the use of
flexibility in one’s leadership approach, output-orientation, intentional communication, and
relationship building. Participants discussed employing a specific set of behaviors commensurate
with the teleworker’s skill level and needs. Under the situational leadership model, a balance
between task and relationship behaviors is applied according to the employee’s level of
performance readiness (Hersey et al., 2008). These leadership styles include telling, selling,
participating, and delegating (Hersey & Blanchard, 1982; Hersey, 1985; Hersey et al., 2008).
Task behaviors are described as the extent in which leaders engage in defining follower roles,
providing instructions, establishing formal lines of communication, and creating organizational
patterns (Bass, 2008; Daft, 2014; Hersey & Blanchard, 1969, 1979, 1981). This includes telling
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employees what to do, how to do it, when it should be done, and by whom (Hersey et al., 2008).
Participants shared that using a more directive approach with inexperienced teleworkers
is preferred. Further, participants asserted their intentionality about communicating with
teleworkers to the degree that is necessary based upon their ability to perform assigned tasks.
Participants explained that being intentional about communicating with inexperienced
teleworkers is important in creating an environment in which employees feel confident
performing tasks. These conversations were described as prescriptive and were conducted to
provide direction. These behaviors are indicative of the telling leadership style, which
corresponds with followers that are unable or unwilling to perform a given task (Hersey &
Blanchard, 1969, 1979, 1981).
In contrast to task behaviors, relationship behaviors include creating harmonious
relationships, engaging in two-way or multiway communication, integrating employees into the
process of developing action plans, and reducing emotional conflict (Bass, 2008; Daft, 2014;
Hersey & Blanchard, 1969, 1979, 1981; Hersey et al., 2008). Participants discussed the
significance of relationships in leading teleworkers through career advancement. Improving
communication was commonly described as the primary tool for building healthy relationship.
Participants noted that being available and supportive as a leader was paramount to the
teleworker’s success. One participant asserted that clarifying misunderstandings and resolving
conflict were among the most important behaviors for a leader in the telework environment.
Participants described allowing teleworkers to participate in decision-making activities and
delegating work as opposed to being overly hands-on with self-motivated and highly skilled
teleworkers. In fact, one participant qualified delegation as the most effective leader behavior in
supporting career advancement for teleworkers. Likewise, participants stated that allowing
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teleworkers to contribute to decisions made in areas that impact their career growth is a
significant leader behavior that supports career advancement for teleworkers. These behaviors
reflect both participating and delegating leadership styles which correspond with followers who
exhibit moderate to high readiness levels.
Literature. There were multiple themes that corroborated the literature review with
findings of this study. The review of literature demonstrated a high level of interest in
teleworking and the leadership styles that influence employee satisfaction and performance
(Belias & Koustelios, 2014; Dahlstrom, 2013; Golden & Eddleston, 2019; Maruyama & Tietze,
2012; Torten et al., 2016). In the review, communication was a crucial component for leading
teleworkers. Scholars posit that physical distance and infrequent communication between the
leaders and teleworker negatively impacts career advancement (Birdie & Jain, 2015). Moreover,
Sewell and Taskin (2015) found that isolation from telework often leads to overcompensation to
prevent exclusion from decision-making activities.
Participants described the challenges incited by physical distance and the methods used to
overcome them. The prevailing challenge was a lack of communication and its byproducts
including isolation, out of sight, out of mind mentality, difficulties building relationships, and
ambiguity. The primary action taken by the participants to address these challenges was to
become intentional about communicating with teleworkers and building relationships. B1 stated
that by being intentional about communication the leader can proactively share information,
provide feedback, build rapport, and offer direction when necessary. B3 shared that weekly team
meetings are conducted over videoconferencing to allow team members to build relationships
that bolster trust and teamwork. Participant C1 claimed to have never met teleworking team
members in person and found that building virtual social relationships was extremely difficult.
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Golden and Eddleston (2019) asserted that the teleworker’s reduced presence creates difficulties
in collaboration and coordination causing leaders to infer a lack of concern for one’s job—a bias
that may be weighed more heavily than production on the employee’s performance evaluation.
To combat these challenges, participants keyed in on communication to establish trust and
rapport across the team.
In addition to communication and relationship building, experts described the shift from
behavior-oriented metrics to output control in the telework environment (Groen et al., 2018).
They posited that the ability to monitor employee behavior is greatly reduced within the telework
environment and emphasized the use of output controls as an alternative method of monitoring
employees.
Several participants suggested using a performance-based approach with teleworking
employees. Participants emphasized the fact that the lack of visibility forced a change in the
leader’s approach to supervising teleworkers. While many claimed that their basic ideologies
concerning organizational leadership did not change, they adjusted certain behaviors to
accommodate the virtual work environment. This included focusing more on performance output
as opposed to work behaviors. Many participants found this adjusted approach to effective
stating that performance output is the most important metric for both the organization and the
individual. While most participants focused on the effectiveness of measuring output, some
found that there should be a balance between managing behavioral and performance measures.
Participant C2 stated, “You would be a fool to sit back and just wait for a product to roll in. You
got to be proactive, especially when you manage work assignments and report status to the big
bosses.”
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Several participants indicated that flexibility in their leadership approach allowed them to
adjust their leadership style according to the teleworker’s motivation, ability, and goals. Extant
literature highlights flexible leadership theories and models that support this opinion. Path-goal
theory focuses on leadership behaviors that influence motivation, satisfaction, and performance
to accomplish set goals (Bickle, 2017; Northouse, 2016). Leaders adjust their approach in
accordance with follower and environmental characteristics (Jeanes, 2019). Path-goal theory
closely resonates with many other theories of leadership including transactional leadership and
situational leadership. Both path-goal theory and transactional leadership focus on achieving
established objectives (Bass et al., 2003; Northouse, 2016). Under both models, leaders create
comprehensible goals for the follower in which contingent rewards are expected (Bass et al.,
2003; Northouse, 2016). This study focuses on the contingent rewards that support career
advancement. The similarity between path-goal theory and situational leadership is the belief that
a single leadership style will rarely work in all situations (Hersey et al., 2008; Jeanes, 2019).
Participants indicated that teleworkers inform their decisions concerning career
advancement through their performance and motivation. It was expressed that greater
opportunities are afforded to teleworkers who demonstrate high-performance and selfmotivation. Those opportunities were described as increased autonomy and assignment of
challenging projects that bolsters visibility, job knowledge, and experience. Moreover,
participants shared that they are more hands-off with highly skilled, highly motivated employees
than they are with unmotivated or unskilled teleworkers.
Anticipated Themes. During the development of the conceptual framework and review
of academic literature, several themes emerged. The researcher anticipated finding these same
themes during the data collection process of this study. The anticipated themes included isolation
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and networking, role ambiguity, and work intensification and commitment. The following
sections will delve into the themes that emerged from the data in relation to the anticipated
themes.
Isolation and Networking. Extant literature concerning telework highlighted decreased
career opportunities as a direct impact of isolation (Beauregard et al., 2019; Golden & Eddleston,
2019; Nakrošienė et al., 2019; Vega et al., 2015). Isolation was discussed by several participants
as a challenge presented by telework. Participants described the use of video technology and
intentional communication as methods to overcome isolation in the telework environment.
Additionally, these participants stated that video conferencing was preferred over other methods
of communicating because it most closely resembles in-person interactions. According to Flesher
(2016), email, chat, and collaboration boards are passive means of communication that can have
negative consequences due to misinterpretations in the absence of visual cues. Some participants
found that even with intentional efforts to enhance interaction between organizational members,
networking and relationships still suffered. This finding is consistent with academic literature in
which experts contend that virtual social relationships give rise to superficiality and contentions
that can impede the teleworker’s performance (Wojak et al., 2016).
Role Ambiguity. Birdie and Jain (2015) asserted that physical distance and infrequent
communication between teleworkers and leaders significantly decrease goal clarity and
contribute to role ambiguity. Role ambiguity was briefly discussed by some participants as a
challenge experienced in the telework arena. Klecha (2019) defined role ambiguity as a lack of
information regarding individual expectations related to one’s role, or a lack of feedback in
regard to how the individual’s performance is perceived by others. Participants stated that
intentional communication was effective in combating role ambiguity. Several participants
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discussed the significance of discussing ones values, needs, and goals early to provide clarity for
both the teleworker and the leader. These conversations allowed leaders to develop an informed
approach to supervising and supporting teleworkers in achieving their career goals. Participants
expressed the need for flexibility in establishing one’s leadership approach to meet a variety of
individual needs and goals.
Work-Intensification and Commitment. It has been noted in literature that some leaders
lack trust that teleworkers are performing their duties as prescribed while working from
alternative locations without direct supervision (Park & Cho, 2020). Participant A2 stated:
In the office, we can look out and see if our employees are engaged. You lack that ability
with telework so you either have to call, email, or otherwise get in contact with your
teleworker. Sometimes we send emails and wait to see how quickly they reply. If they
don’t reply within a predetermined timeframe, it’s easy to assume they’re jacking off
somewhere at home, not working. If I’m receiving emails and phone calls throughout the
day from a teleworker, my assumption is that they are engaged in their work but if I have
to reach out to them, who knows what I might think. I then would feel inclined to contact
them to see what they’re doing.
Some studies observed that when behavior-based monitoring is prevalent, teleworkers
may feel pressured to be unceasingly available to fulfill organizational needs (Kim et al., 2021;
Major et al., 2008). Park and Cho (2020) noted that teleworkers who work diligently to earn their
supervisor’s trust will experience a higher-quality leader-member exchange which in turn
enhances their commitment to the organization. In contrast to these opinions, some participants
felt that requiring teleworkers to establish communication for such purposes is ineffective.

140
Rather, participants noted that it was the responsibility of the leader to fill communication gaps
to demonstrate that the teleworker is valued.
The Problem. The problem of this study is that some leaders may lack effective
leadership strategies and behaviors to support career advancement for teleworkers resulting in
higher turnover intentions (Choi, 2018). The researcher investigated this problem specifically in
the Denver, Colorado area. A review of literature revealed that an individual’s attitude and
expectations for career advancement greatly influence job satisfaction and turnover intentions
(Belias & Koustelios, 2014). The findings of this study suggest that intentional communication
and relationship building are significant behaviors that enhance teleworker’s job satisfaction.
Participants reported that these behaviors bolstered trust and allowed teleworkers to
communication comfortably with leaders. Participants noted that communication created space
for leaders to adjust their approach with teleworkers according to their needs. Additionally,
participants shared that being intentional about communication allowed leaders to emphasize the
teleworker’s value to the organization. In addition, participants offered that focusing on
performance rather than work behaviors allowed leaders to give teleworkers more control over
their career growth. Participant A1 stated that employees desiring career growth will work hard
to achieve it while those who do not share the same ambition will likely underperform.
Participants indicated that high performers receive contingent rewards that support career
growth. Participants of this study shared that effectiveness of one’s leadership approach can be
measured by the teleworker’s level of job satisfaction and turnover rate. Several participants
indicated that they believed their approach to be effective because turnover among team
members remained low.
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Summary of the Findings
Throughout this multiple case study, the researcher sought to understand the effects of
leadership behaviors and strategies on career advancement for teleworkers. By focusing on
leaders across multiple industries, the researcher was able to gain a more comprehensive
understanding of leadership behaviors that could potentially address the problem. The common
themes that emerged from the findings were intentional communication, performance-based
monitoring and evaluation, flexible leadership, and relationship building. The emerging themes
addressed each research question for the purpose of addressing the problem. Intentional
communication related to path-goal theory, situational leadership, and transactional leadership. It
was ranked among the most effective leadership behaviors that positively impacted career
growth for teleworkers. Taking a performance-based approach was mostly aligned with
transactional leadership as participants found that focusing on output was more effective than
micromanaging and clock-watching. Flexible leadership was discussed in terms of applying the
right amount and type of leadership based on the teleworker’s needs. This follows the premise of
situational leadership in which leaders assess the follower’s readiness level to determine the
appropriate leadership style (Hersey & Blanchard, 1969, 1979, 1981). Lastly, building
relationships and trust was counted as an important strategy that allows leaders to intervene and
support teleworkers through career advancement. This follows the situational leadership model
under which leaders must prepare and “earn the right” to intervene (Hersey & Chevalier, 2000).
Participants indicated that the applied behaviors were effective in supporting career advancement
while maintaining low turnover rates in the telework environment. The researcher achieved data
saturation by conducting interviews until data were repeated and no added information emerged.
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Application to Professional Practices
Work structures and commuting patterns are constantly changing (Kane & Tomer, 2015).
Organizations often implement telework into the work structure to attract, motivate, and retain
highly skilled employees (Morganson et al., 2010). Although the adoption of telework programs
is reportedly increasing, there is evidence that organizational leaders and employees are reluctant
to embrace telework (Allen et al., 2015; Boell et al., 2016). Some experts have reported a
decrease in telework usage as a result of such hesitations in past decades (Matos & Galinsky,
2015). As evidence of this hesitation, Hewlett Packard, Best Buy, IBM, and Yahoo have
restricted employee participation or abolished telework programs within the organization entirely
(Messenger & Gschwind, 2016). Among the research that describes the benefits and drawbacks
of virtual work arrangements, teleworkers reported negative feelings associated with the
increased work effort and incommensurate career advancement opportunities (Groen et al.,
2018).
The purpose of this study is to understand leader behaviors and strategies that positively
impact career growth for teleworkers. This multiple case study focuses on various industries
including logistics, health care acquisitions, and sales. Participants included members in various
levels and types of leadership roles who shared their experiences and perspectives concerning
behaviors that have proven to be both effective and ineffective in supporting career growth for
their subordinates. The findings of the study will show its relationship to business practices and
the potential implementation of strategies.
Improving General Business Practices
The study presented various themes related to the behaviors and strategies leaders employ
to promote career development in the telework arena. These trends include being intentional
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about communication, applying a performance-based approach to monitoring and evaluating
teleworkers, maintaining flexibility in one’s leadership approach, and building cohesive
professional relationships. Each of these themes are discussed in relation to business practices in
the following subsections. Utilizing the results of this study, this section reveals areas for
improving practices and further opportunities for growth.
Intentional Communication. One of the common themes presented in this study is the
effectiveness of intentional communication on career growth. Robar (1998) posited that poor
communication results in negative consequences throughout one’s career. Similarly, Birdie and
Jain (2015) asserted that physical distance and infrequent communication negatively impacts
career advancement for teleworkers. On the other hand, Arokiasamy et al. (2011) found that
communication in terms of mentoring, social networking, and organizational support, are
significant contributors to career advancement. In this study, many participants shared
experiences that align with these findings. In a telework environment, a lack of physical presence
creates challenges for employees, many associated with career growth. Effective communication
allows teleworkers to interact with coworkers and leaders creating a sense of presence.
Participants shared that communication must be intentional in a virtual environment to overcome
the many challenges presented by physical distance. Leaders must communicate effectively with
teleworkers to help build trust, strengthen professional relationships, create a sense of
belongingness, and support career growth. Lastly, communication allows for proper goal setting
which is the key to being successful in career advancement (Louissaint et al., 2021).
Performance-based Monitoring and Evaluations. In general, it is the leader’s
responsibility to motivate their employees to perform to the fullest extent (Park, 2014). This duty
carries over into the telework arena. Organizations utilizing telework programs depend on
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leaders to implement policy, provide direction for teleworkers, and manage teleworkers to ensure
they perform well (Lautsch et al., 2009). According to Kowalski and Swanson (2005), leader
support can lead to positive outcomes on job satisfaction and performance, both being
components of career advancement. Therefore, leaders should maintain support and conduct
results-based performance evaluations as opposed to evaluating teleworkers based on behaviors,
be it through increased emails, videoconferencing, or visits to the office. Kaplan et al. (2018)
suggested that leaders should anticipate a decrease in communication and coordination with
teleworkers therefore leaders must shift from behavior-based monitoring toward a performancebased system.
Flexible Leadership. Leaders often find that their approach works well for one situation
but not in another (Yanker, 1986). The findings of this study revealed that leaders maintain
flexibility in their leadership approach within the telework environment. Participants referred to
their leadership approach as one that allows them to flex between managerial styles. These styles
range from being completely hands on and directive to allowing complete autonomy. The first of
these is focused on ensuring efficient, disciplined, and effectively measured activities to ensure
smooth operation and task performance. The second involves encouraging teleworkers to think
freely, ask questions when necessary, and provide an environment in which teleworkers have the
support they need to do so. The central element for leaders is the ability to determine which
leadership approach best fits the circumstances present at the time (Chandler, 2006). According
to Yanker (1986), one’s leadership style should match the style of the follower, meaning that the
follower must be able to relate to the leadership approach being employed. For example,
applying a participative style would not work well with employees who are used to an autocratic
style of leadership. Leaders who alter their leadership approach to align with the employee and
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the situation creates a climate of trust (Yanker, 1986). Experts suggest that flexible leadership is
not always easy, but it is always necessary (Yanker, 1986).
Relationship Building. Professional relationships have come to form the foundation of
organizations and is essential for accomplishing work (Ferris et al., 2009). According to
Dahlstrom (2010), there is concern within the telework context that online relationships are
replacing face-to-face contact, thus disrupting normal interpersonal relationships. Developing
high-quality work relationships can have significant positive implications for both the
organization and the teleworker while low-quality connections can be damaging (Ferris et al.,
2009). The findings of this study revealed that leaders believed there to be mutual gain for the
organization and the teleworker when relationships are cohesive and produce positive
performance. Likewise, experts found that high-quality relationships result in mutual
understanding, mutual benefit, mutual influence, and mutual expectations (Roberts, 2007).
Maintaining these positive work relationships require commitment and trust. According to Pratt
and Dirks (2007), trust is the key to all positive relationships.
Potential Application Strategies
This multiple case study presented various themes from managers of teleworkers across
multiple industries. The opinions and experiences of telework leaders provided insight to
effective leader behaviors and strategies that support career advancement for teleworkers. The
findings of this study could be useful in assisting organizations in strengthening leader behaviors
to support career advancement and ultimately reduce turnover intentions. Each theme identified
in this study are discussed in terms of application strategies below.
Intentional Communication. Communication serves four major areas within an
organization: information sharing, control, emotional expression, and motivation (Dahlstrom,
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2010). Dahlstrom (2010) noted that the manner in which messages are sent can cause
communication distortion and in telework, communication is often limited to written or speech
electronically mediated through information technology. In existing communication studies,
technology appears as a fundamental tool for managing professional careers from a distance
(González Ramos, 2020). This study revealed the importance of understanding the degree of
communication a teleworker needs and being intentional about providing the level and type of
communication necessary. Examples of intentional communication found in this study include
discussing tasks and requirements, calling teleworkers to talk informally as a means of being
personable and building relationships, using videoconferencing technology to create a sense of
social presence, calling privately to discuss corrections, and holding team meetings over
videoconferencing for team building and rapport. The effectiveness of communication can be
measured in the workplace by determining the level of understanding that employees hold
concerning expectations and assigned duties (Crosling & Ward, 2001).
According to Louissaint et al. (2021), communication also allows for proper goal setting
which is essential for career advancement. Leaders should help construct well-drafted plans
while paying attention to critical benchmarks and the timeline necessary for career advancement
(Louissaint et al., 2021). Although flexibility is often preferred, structure allows the subordinate
to evaluate new opportunities within the context of their career plans. As a course of action,
leader-subordinate dyad should regularly discuss and define goals while monitoring progress.
Additionally, leaders and their subordinates should discuss the merits of opportunities that are
offered to assure that it promotes career advancement.
Performance-based Monitoring and Evaluation. One of the many documented
challenges of leading teleworkers is the method in which leaders manage their employees. Peters
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et al. (2016) affirmed that individual productivity in the form of efficiency, productiveness,
effectiveness, and work quality may be the single most important telework outcome to be
considered. The findings of this study identified strategies leaders used to apply a performancebased approach to managing teleworkers. Leaders suggested that micromanagement was the least
effective strategy in the management of teleworkers, specifically concerning career
advancement. It was described by respondents as a waste of time and a detriment to morale
which in turn decreases career advancement and increases turnover intentions. Rather, it is
recommended that leaders maintain flexibility and evaluate outcomes as opposed to monitoring
behavior including clock-watching and perceived presence. Groen et al. (2018) explained that the
ability to monitor employee behavior is reduced with telework, and greater emphasis is placed on
output controls. Others have found that the seclusiveness of telework makes behavior-based
controls (i.e., time sitting at a desk) impractical; output-based controls may be more appropriate,
conceding that the metrics for assessing job performance in terms of output are available (Kim et
al., 2021).
Flexible Leadership. Changes in business strategies and improvements in technology are
cause for leaders to adjust one’s approach. Ultimately, leaders are responsible for maintaining
organizational requirements in ever changing environments. Flexible leadership not only
responds to environmental changes but also the variety of employees and temperaments within
the organization (Norton, 2010). According to Kaiser and Overfield (2010), leaders should be
flexible in their behavior and respond in ways that demonstrate an ability to alter behaviors in the
right way, to an appropriate degree, and to good effect. Moreover, Norton (2010) suggested that
leaders should maintain the willingness and ability to learn from experiences, and to
subsequently apply that learning to perform well under varying conditions. Ultimately, the
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implication is that leaders should be willing to accept the notion that a varied skill repertoire is
beneficial to their success as a leader, and to follow up this acceptance with action that fits the
situation. This skill provides leaders with the ability to think critically about the needs of a
situation and to craft an appropriate response.
Relationship Building. Relationship behaviors include creating harmonious
relationships, engaging in two-way or multiway communication, integrating employees into the
process of developing action plans, and reducing emotional conflict (Bass, 2008; Daft, 2014;
Hersey & Blanchard, 1969, 1979, 1981; Hersey et al., 2008). Improving communication was
commonly described as the primary tool for building cohesive professional relationships. The
findings of this study revealed that being available and supportive as a leader was paramount to
the teleworker’s success. Additionally, clarifying misunderstandings and resolving conflict were
considered among the most important behaviors for a leader in the telework environment. Allen
et al. (2015) stated that telework alters communication in such a way that leader-employee
relationships may suffer. To combat the effects of physical distance, the use of video
conferencing is used as a tool to create a sense of presence and personability.
Summary of Application to Professional Practice
This section provided an overview of the application to professional practices and
provided potential implementation strategies. The constant in the themes presented is
communication. Effective communication allows teleworkers to interact with coworkers and
leaders creating a sense of presence. It also serves four major areas within an organization:
information sharing, control, emotional expression, and motivation (Dahlstrom, 2010). Leaders
should practice effective and intentional communication to successfully support teleworkers in
the achievement of their goals. Additionally, the use of performance-based monitoring was
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addressed. It was recommended that leaders evaluate outcomes as opposed to monitoring
behavior including clock-watching and perceived presence. This requires leaders to maintain
flexibility in their leadership approach. Flexible leadership not only responds to environmental
changes but also the variety of employees and temperaments within the organization (Norton,
2010). This skill provides leaders with the ability to think critically about the needs of a situation
and to craft an appropriate response. Finally, the importance of maintaining high-quality
professional relationships was discussed. Experts found that high-quality relationships result in
mutual understanding, mutual benefit, mutual influence, and mutual expectations (Roberts,
2007).
Recommendation for Further Study
The researcher conducted a thorough review of the literature relating to leader behaviors
in telework that support career advancement. The review was followed by a qualitative study
from which opinions and experiences from telework leaders across multiple industries was
obtained. The findings of the study and the literature review allowed the researcher to formulate
recommendations for further study. First and foremost, this study was conducted using a small
sample within the Denver, Colorado area. The examination of literature suggests that a gap exists
between leader behaviors and their impact on career advancement for teleworkers. For a more
comprehensive understanding, future studies could be performed across multiple regions or
nationwide. Secondly, this study was conducted under the constructs of path-goal theory,
situational leadership, and transactional leadership. To obtain a deeper understanding of leader
behaviors and strategies that support career advancement for teleworkers, further studies could
be conducted using alternative leadership theories or models.
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Throughout the study, respondents discussed communication in great detail. It was noted
that a hesitancy to disrupt coworkers at home contributed to ineffective communication in the
telework environment. It was suggested that this hesitancy to communicate due to telephone
customs and courtesies further disrupted the leader’s ability to create an environment in which
the teleworker could accomplish set goals. Some participants noted a feeling of discomfort in
followers who considered it disrespectful to telephone supervisors at home before 9 a.m. With
the workday beginning at 7 a.m., this creates a 2-hour period of silence leading to delays in
information sharing and other essential communications. As a result of this input, the researcher
recommends that further study be conducted on the impact of telephone etiquette on the leader’s
behaviors and strategies when managing teleworkers and supporting career development.
Reflections
This section reviews a reflection of the researcher’s experience with the research process
and includes possible personal biases. This section includes discussion concerning the effects of
this research on the personal and professional growth of the researcher. The concluding section
includes the applicability of this research to the biblical perspective.
Personal and Professional Growth
This study stems from the researcher’s personal interest in flexible work arrangements
and in leadership. Having retired from the military with many years of leadership experience and
an inability to adopt flexible work schedules, the researcher took interest in the topic of study.
Having an extremely structured approach to work and leadership, the researcher desired to
explore alternative behaviors that would enhance job satisfaction and support career
advancement. This study satisfied the researcher’s objective.
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When research began, many participants discussed strategies to effectively support
teleworking employees. The common themes presented throughout the study were familiar
concepts. Nothing was presented in the way of a new theory or idea. The themes included
communication, performance-based monitoring, flexibility, and relationships. Using the
researcher’s previous knowledge and added information obtained through this study, the
researcher understood that these concepts are discussed largely within organizations but are often
dismissed. While it seems that knowledge is readily available, application appears to be more of
a challenge. Many leaders provided answers to the interview questions that suggested full
implementation of the discussed behaviors; however, the researcher was unable to determine if
the input was in fact reflections from one’s actual leadership approach or a reconstruction of
ideas that have been previously learned. From this understanding, the researcher has a new
perspective on the topic and is better equipped to perform as a leader and a follower in varying
work environments.
Biblical Perspective
The focus of this study was on leader behaviors that support career development for
teleworkers. The premise is that an individual in a leadership position has the skills, tools, and
information necessary to help less experienced members grow and achieve set goals. The
challenge in telework is the visual absence forcing members to learn new ways to be effective
while physically distanced. Teleworkers must trust leaders although they are unseen, and leaders
must labor for their followers. There are many references in Scripture that lends itself to this
concept.
The first concept is that true leaders look after and care for their followers. Acts 20:28
says, “Pay careful attention to yourselves and to all the flock, in which the Holy Spirit has made
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you overseers, to care for the church of God, which he obtained with his own blood.” Leaders are
humble enough to reach out to the needs of others. In the field of business, leaders have the
ability to demonstrate selflessness and care for the needs of their subordinates. Nurturing leaderfollower relationships and supporting the follower’s career growth is a display of caring for the
needs of others.
The second concept is requirement for followers to trust leaders who are unseen.
Scripture says that faith is the assurance of things hoped for, the conviction of things not seen
(Hebrews 11:1). The concepts drawn from this verse are confidence, faith, trust, reassurance, and
uncertainty. While this verse refers to our faith in God who is unseen to us, these concepts can be
applied in the physical realm. Humans are flawed and often fail however it is possible to be
hopeful and to trust that the one who leads will provide as promised. In the telework
environment, physical distance creates doubt and uncertainty. It is essential in this circumstance
for leaders develop an atmosphere of trust and credibility to allow followers resolve these fears.
Summary of Reflections
This section included discussion of the study in relation to the researcher’s personal and
professional growth, and biblical perspective. With a background in military acquisitions, the
researcher took interest in flexible work arrangements, leadership behaviors, and career growth.
These topics were explored through the lens of telework and leadership strategies. Many themes
were revealed throughout the study which deepened the researcher’s understanding of the topic.
Of the themes that were revealed, the researcher found them to be common concepts discussed in
the business arena but considered that they may be often overlooked. Further, the researcher
found that leadership and followership are biblical concepts that can be applied to business.
Scripture discusses leadership and followership in my aspects with one major application found
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in the manner one follows Jesus. Leaders must serve and care for followers while followers must
trust and have faith in leaders even when they are not visible. This is an important biblical
concept that fits appropriately within the telework environment.
Summary of Section 3
The problem studied was the lack of effective leader behaviors and strategies that support
career advancement in telework. Three research questions were developed to address the
problem, relating to (a) the leadership strategies used to successfully support career development
among teleworkers, (b) the differences in the leadership styles present in supporting career
advancement in the telework environment versus a traditional office environment, and (c) the
challenges leaders encountered and overcame when developing and supporting career
advancement strategies for teleworkers. To investigate the problem, the researcher used a
qualitative multiple case study and conducted interviews with organizational leaders who
manage teleworkers across various industries. The interviews provided the researcher with the
participants experiences within the Denver, Colorado area. These interviews were transcribed
and reviewed for recurring themes. The themes were subsequently interpreted to find meaning.
The findings that emerged from the study were aligned with the researcher’s questions.
With regard to the first research question, the results found that leaders implemented intentional
communication, performance-based monitoring, flexible leadership, and high-quality
relationship. These behaviors were successful strategies that promoted career growth for
teleworkers. These findings aligned with the conceptual framework of the study with themes
supporting path-goal theory, situational leadership, and transactional leadership. Concerning the
second research question, the study results found that leaders were more intentional about
communication in the telework environment than in the traditional office setting. It was revealed
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that communication was often neglected until it was presented as a challenge. Leaders realized
that communication is individualized and that it is the leader’s responsibility to maintain
communication with the teleworker. Finally, the third research question addressed challenges
with developing strategies for career advancement for teleworks. The primary challenge that was
presented was the lack of personality and communication. Technology has provided a means of
communication that nearly replaces physical presence however some participants found that it
inadequately replaced face-to-face conversation. The lack of authentic laughter, impromptu
conversations, and body language made it difficult for leaders to fully understand how to support
teleworkers with their career goals.
After aligning the finding to the research questions, the researcher compared the
academic themes to existing literature. An application for professional practices and proposed
implementation strategies were also provided. The results were compared to method of
improving general business practices and along with implementation strategies. Lastly, biblical
implementation was incorporated into this section. The researcher found that leadership and
followership are biblical concepts designed by God as principles of following Jesus. These same
concepts can be applied in the telework environment with human interactions to the benefit of
the organization and the individual.
Summary and Study Conclusions
This qualitative multiple case study addressed the gap in current literature regarding
leader strategies and behaviors that support career advancement for teleworkers. Current
literature supports discussion of telework from largely from the teleworker’s perspective.
Discussion of the benefits and drawbacks of telework prevail within current literature which
highlighted the overarching career stagnation concern. Research concerning leader behaviors that
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support teleworkers through career advancement is lacking thus providing an avenue for this
study to occur. This study was developed and conducted within the Denver, Colorado area and
aimed to explore leader behaviors within a variety of industries. The study involved several
industries including data sales, health insurance acquisitions, and logistics. Twelve leaders
participated in individual interviews providing the data necessary to draw a valid and reliable
conclusion.
The findings of this study showed that leaders across multiple industries applied similar
strategies to leading teleworkers through career advancement. The general consensus was that
communication played an instrument role in this effort. In fact, all of the participants discussed
communication leading the researcher to draw conclusions based on its significance.
Communication is a concept that is widely discussed and practiced within the business arena
however this study found that is it the intentionality of communication in the telework
environment that aids in the success of its employees. Physical distance between leaders and
followers impedes the free flow of information and informal conversations. Technologically
mediated communication allows flexible work arrangements to occur however it may come at
the cost of building solid relationships. This study found that communication was the primary
challenge experienced by leaders of teleworkers who sought to become more purposeful with
their methods of communication.
The study also found that leaders rely on performance-based monitoring in the telework
environment particularly where career advancement is concerned. Many participants noted the
importance of performance monitoring over behavior monitoring as it produces a more reliable
picture of the teleworking employee’s skillset and motivation. Several participants insisted that
clock-watching and other behavioral monitoring activities were ineffective and a poor use of
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valuable time. This includes excessive calling and emailing to ensure a teleworker is engaged in
work related duties. The study found that leader’s believed performance metrics outweighed
behavioral metrics in terms of career advancement and potential growth opportunities. Leaders
demonstrated intentionality in workload assignments in which high performers are offered
important projects that support career advancement.
Similarly, flexible leadership was found to support career advancement for teleworkers.
Participants discussed the significance of maintaining fluidity in one’s approach to leading
teleworkers. The lack of physical presence creates shifts in the work is conducted. Leaders are
more apt to practice flexibility and find that it is a necessity given the shifts in work
environments and leadership strategies with telework. Flexible leadership not only responds to
environmental changes but also the variety of employees and temperaments within the
organization (Norton, 2010). This skill provides leaders with the ability to think critically about
the needs of a situation and to craft an appropriate response. Flexible approaches to leadership
create an avenue for leaders to support followers with a range of needs, skillsets, and goals.
Several participants noted the importance of allowing teleworkers to function autonomously and
having a good understanding of which employees are able to do so. The primary benefit to career
advancement with this specific leader behavior is that it allows teleworkers to participate in
decision-making related to their career goals.
Finally, the findings of this study showed that building relationships within the telework
environment was a notable challenge. This is largely related to the communication obstacle
created by physical distance. The significance of this challenge is that the lack of relationship
building degrades trust and morale among both vertically and laterally among team members.
Participants emphasized the need for team work to help bolster productivity and cohesiveness.
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Similar to lateral teamwork, leaders felt it was important to behavior as a leader-follower team
for the benefit of both the individual and the organization. Participants suggested that the leaderfollower teams served a dual purpose in which positive behaviors mutually benefited the
individual and organization while the converse held negative implications for both. The study
found that leaders practiced intentionality in relationship building across the telework field to
ensure trust and cohesiveness were present. When leader-follower relationships are strong and
effective, career advancement is more likely to occur.
The researcher determined that based on the findings, this study could be duplicated
across multiple regions to obtain a wider breadth of information. Secondly, this study was
conducted under the constructs of path-goal theory, situational leadership, and transactional
leadership. To obtain a deeper understanding of leader behaviors and strategies that support
career advancement for teleworkers, further studies could be conducted using alternative
leadership theories or models. Additionally, discussions around communication revealed a
hesitancy to disrupt coworkers at home which perceivably contributed to its ineffectiveness. It
was suggested that this hesitancy to communicate due to telephone customs and courtesies
further disrupted the leader’s ability to create an environment in which the teleworker could
accomplish set goals. As a result of this input, the researcher recommends that further study be
conducted on the impact of telephone etiquette on the leader’s behaviors and strategies when
managing teleworkers and supporting career development.

158
References
Allen, T. D., Golden, T. D., & Shockley, K. M. (2015). How effective is telecommuting?
Assessing the status of our scientific findings. Psychological Science in the Public
Interest, 16(2), 40–68. https://doi.org/10.1177/1529100615593273
Arokiasamy, L., Ismail, M., Ahmad, A., & Othman, J. (2011). Predictors of academics’ career
advancement at Malaysian private universities. Journal of European Industrial Training,
35(6), 589–605. https://doi.org/10.1108/03090591111150112
Avolio, B. J., Bass, B. M., & Jung, D. I. (1999). Re-examining the components of
transformational and transactional leadership using the multifactor leadership
questionnaire. Journal of Occupational & Organizational Psychology, 72(4), 441–462.
https://doi.org/10.1348/096317999166789
Bae, K. B., Lee, D., & Sohn, H. (2019). How to increase participation in telework programs in
US federal agencies: Examining the effects of being a female supervisor, supportive
leadership, and diversity management. Public Personnel Management, 48(4), 565–583.
https://doi.org/10.1177/0091026019832920
Bailey, D. E., & Kurland, N. B. (2003). A review of telework research: Findings, new directions,
and lessons for the study of modern work. Journal of Organizational Behavior, 23(4),
383–400. https://doi.org/10.1002/job.144
Balthazard, P. A., Waldman, D. A., & Warren, J. E. (2009). Predictors of the emergence of
transformational leadership in virtual decision teams. The Leadership Quarterly, 20(5),
651–663. https://doi.org/10.1016/j.leaqua.2009.06.008
Bargau, M. A. (2015). Leadership versus management. Romanian Economic and Business
Review, 10(2), 197. https://rebe.rau.ro/RePEc/rau/journl/SU15/REBE-SU15-A16.pdf

159
Bartol, K. M., & Zhang, X. (2007). Networks and leadership development: Building linkages for
capital acquisition and capital accrual. Human Resource Management Review, 17(4),
388–401. https://doi.org/10.1016/j.hrmr.2007.08.004
Baruch, Y., & Nicholson, N. (1997). Home sweet work: Requirements for effective
homeworking. Journal of General Management, 31(2), 19–30.
https://doi.org/10.1177/030630709702300202
Bass, B. M. (1985). Leadership: Good, better, best. Organizational Dynamics, 13(3), 26–40.
https://doi.org/10.1016/0090-2616(85)90028-2
Bass, B. M. (1991). From transactional to transformational leadership: Learning to share the
vision. Organizational Dynamics, 18(3), 19–31. https://doi.org/10.1016/00902616(90)90061-S
Bass, B. M. (2008). The Bass handbook of leadership: Theory, research, & managerial
applications (4th ed.). Free Press.
Bass, B. M., Avolio, B. J., Jung, D. I., & Berson, Y. (2003). Predicting unit performance by
assessing transformational and transactional leadership. Journal of Applied Psychology,
88(2), 207–218. https://doi.org/10.1037/0021-9010.88.2.207
Bathini, D. R., & Kandathil, G. M. (2019). An orchestrated negotiated exchange: Trading homebased telework for intensified work. Journal of Business Ethics, 154(2), 411–423.
https://doi.org/10.1007/s10551-017-3449-y
Baxter, P., & Jack, S. (2008). Qualitative case study methodology: Study design and
implementation for novice researchers. The Qualitative Report, 13(4), 544–559.
http://www.nova.edu/ssss/QR/QR13-4/baxter.pdf
Bazeley, P. (2018). Integrating analyses in mixed methods research. Sage.

160
Beauregard, T. A., Basile, K. A., & Thompson, C. A. (2018). Organizational culture in the
context of national culture. In R. Johnson, W. Shen, & K. M. Shockley (Eds.), The
Cambridge Handbook of the Global Work-family Interface (pp. 555–569). Cambridge
University Press
Beauregard, T. A., Canonico, E., & Basile, K. A. (2019). The fur-lined rut. In Kelliher, C. &
Richardson, J. (Eds.), Work, working, and work relationships in a changing world (pp.
17–36). Routledge.
Beham, B., Baierl, A., & Poelmans, S. (2015). Managerial telework allowance decisions – A
vignette study among German managers. The International Journal of Human Resource
Management, 26(11), 1385–1406. https://doi.org/10.1080/09585192.2014.934894
Belias, D., & Koustelios, A. (2014). Organizational culture and job satisfaction: A review.
International Review of Management and Marketing, 4(2), 132–149.
https://www.acarindex.com/dosyalar/makale/acarindex-1423904529.pdf
Bentley, T. A., Teo, S. T., McLeod, L., Tan, F., Bosua, R., & Gloet, M. (2016). The role of
organisational support in teleworker wellbeing: A sociotechnical systems approach.
Applied Ergonomics, 52(1), 207–215. https://doi.org/10.1016/j.apergo.2015.07.019
Berkley, E., Morley, M. J., Tiernan, S., Purtill, S., & Parry, E. (2017). On the uptake of flexible
work arrangements and the association with human resource and organizational
performance outcomes. European Management Review, 14(2), 165–183.
https://doi.org/10.1111/emre.12103
Berkovich, I., & Eyal, O. (2019). Transformational leadership, transactional leadership, and
moral reasoning. Leadership and Policy in Schools, 20(2),1–18.
https://doi.org/10.1080/15700763.2019.1585551

161
Bhattacharya, K. (2017). Fundamentals of qualitative research. Routledge.
https://doi.org/10.4324/9781315231747
Bickle, J. T. (2017). Developing remote training consultants as leaders—Dialogic/network
application of path‐goal leadership theory in leadership development. Performance
Improvement, 56(9), 32–39. https://doi.org/10.1002/pfi.21738
Birdie, A. K., & Jain, M. (2015). Organizational climate and job involvement among virtual
workers in service organizations. Indian Journal of Industrial Relations, 51(2), 327–337.
https://www.jstor.org/stable/43974575
Blanchard, K. H. (1985). SLII: A situational approach to managing people. Blanchard Training
and Development. Blanchard Training and Development.
Blanchard, K. H., Zigarmi, D., & Nelson, R. B. (1993). Situational leadership after 25 years: A
retrospective. The Journal of Leadership Studies, 1(1), 21–36.
https://doi.org/10.1177/107179199300100104
Blanchard, K., Zigarmi, P., & Zigarmi, D. (1992). Game plan for leadership and the one-minute
manger. Blanchard Training and Development.
Bloom, N., Liang, J., Roberts, J., & Ying, Z. J. (2013). Does working from homework? Evidence
from a Chinese experiment (NBER Working Paper No. 18871). Cambridge, MA:
National Bureau of Economic Research. http://www.nber.org/papers//w18871
Boddy, C. (2016). Sample size for qualitative research. Qualitative Market Research, 19(4),
426–432. https://doi.org/10.1108/QMR-06-2016-0053
Boell, S. K., Cecez‐Kecmanovic, D., & Campbell, J. (2016). Telework paradoxes and practices:
The importance of the nature of work. New Technology, Work and Employment, 31(2),
114–131. https://doi.org/10.1111/ntwe.12063

162
Brumm, F. (2016). Telework is work: Navigating the new normal. Cornell HR Review, 11–15.
http://www.cornellhrreview.org/
Brunelle, E. (2013). Leadership and mobile working: The impact of distance on the superiorsubordinate relationship and the moderating effects of leadership style. International
Journal of Business and Social Science, 4(11), 1–14.
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.1071.6256&rep=rep1&type=p
df
Burns, J. M. (1978). Leadership. Harper & Row.
Caillier, J. G. (2013). Are teleworkers less likely to report leave intentions in the United States
federal government than non-teleworkers are? The American Review of Public
Administration, 43(1), 72–88. https://doi.org/10.1177/0275074011425084
Campbell, S. (2015). Conducting case study research. Clinical Laboratory Science, 28(3), 201–
205. http://clsjournal.ascls.org/content/ascls/28/3/201.full.pdf
Carroll, B. J. (2017). Participatory action research: Identifying perceptions of leadership style
and the use of path-goal leadership theory among child protection services social
workers (Order No. 10260315) [Doctoral dissertation, Capella University]. Available
from ProQuest Dissertations & Theses Global. (1889850241).
http://ezproxy.liberty.edu/login?url=https://search-proquestcom.ezproxy.liberty.edu/docview/1889850241?accountid=12085
Carter, D. R., DeChurch, L. A., Braun, M. T., & Contractor, N. S. (2015). Social network
approaches to leadership: An integrative conceptual review. Journal of Applied
Psychology, 100(3), 597–622. https://doi.org/10.1037/a0038922

163
Chandler, F. (2006). Flexible leadership: Creating value by balancing multiple challenges and
choices. Journal of Research Administration, 37(1), 138–141,79.
http://ezproxy.liberty.edu/login?qurl=https%3A%2F%2Fwww.proquest.com%2Fscholarl
y-journals%2Fflexible-leadership-creating-valuebalancing%2Fdocview%2F216580524%2Fse-2%3Faccountid%3D12085
Charlier, S. D., Stewart, G. L., Greco, L. M., & Reeves, C. J. (2016). Emergent leadership in
virtual teams: A multilevel investigation of individual communication and team
dispersion antecedents. The Leadership Quarterly, 27(5), 745–764.
https://doi.org/10.1016/j.leaqua.2016.05.002
Charmaz, K. (2006). Constructing grounded theory: A practical guide through qualitative
analysis. Sage.
Chattopadhyay, S., & Choudhury, P. (2017). Sink or swim: The role of workplace context in
shaping career advancement and human-capital development. Organization Science,
28(2), 211–227. https://doi.org/10.1287/orsc.2017.1115
Chavez, M., & Green, M. (2010). Embedding a network perspective into leadership. In R. L.
Cross, J. Singer, S. Colella, R. J. Thomas, & Y. Silverstone (Eds.), The organizational
network fieldbook: Best practices, techniques and exercises to drive organizational
innovation and performance (pp. 245–263). John Wiley & Sons.
Chirawattanakij, S., & Ractham, V. V. (2015). Knowledge adoption: The influential factors in
the process. Business Information Review, 32(3), 158–167.
https://doi.org/10.1177/0266382115599466
Chiru, C. (2017). Teleworking: Evolution and trends in USA, EU and Romania. Economics,
Management, and Financial Markets, 12(2), 222–229.

164
https://search.ebscohost.com/login.aspx?direct=true&profile=ehost&scope=site&authtyp
e=crawler&jrnl=18423191&AN=124031542&h=vLoBDeQ0IqAlyHBOfOHhzF%2FtC2
NIG6Pzlh2MyevrwiP%2BClYCDqvyLVdH1zcmEuOvSkmeUlC9CKU1hpHUWDN8Q
w%3D%3D&crl=c
Chithambo, L. M. (2011). Security concerns in telecommuting within the information technology
industry (Publication No. 3574919) [Doctoral dissertation, University of Phoenix].
ProQuest Dissertations and Theses Global.
http://ezproxy.liberty.edu/login?url=https://search-proquestcom.ezproxy.liberty.edu/docview/1709291913?accountid=12085
Choi, S. (2018). Managing flexible work arrangements in government: Testing the effects of
institutional and managerial support. Public Personnel Management, 47(1), 26–50.
https://doi.org/10.1177/0091026017738540.
Church, N. F. (2015). Gauging perceived benefits from working from home as a job benefit.
International Journal of Business & Economic Development, 3(3), 81–89.
https://ijbed.org/cdn/article_file/content_80934_18-02-25-11-43-47.pdf
Coenen, M., & Kok, R. A. (2014). Workplace flexibility and new product development
performance: The role of telework and flexible work schedules. European Management
Journal, 32(4), 564–576. https://doi.org/10.1016/j.emj.2013.12.003
Cooper, C. D., & Kurland, N. B. (2002). Telecommuting, professional isolation, and employee
development in public and private organizations. Journal of Organizational Behavior,
23(4), 511–532. https://doi.org/10.1002/job.145

165
Costa, A. C., Fulmer, C. A., & Anderson, N. R. (2018). Trust in work teams: An integrative
review, multilevel model, and future directions. Journal of Organizational Behavior,
39(2), 169–184. https://doi.org/10.1002/job.2213
Costigan, C. L., & Cox, M. J. (2001). Fathers’ participation of family research: Is there a selfselection bias? Journal of Family Psychology, 15(4), 706–720.
https://doi.org/10.1037/0893-3200.15.4.706
Coun, M., Peters, P., & Blomme, R. (2019). Taking the leadership role: Understanding
leadership across team and organizational boundaries in view of the changing
employment relationship. Journal of Leadership Studies, 12(4), 65–68.
https://doi.org/10.1002/jls.21612
Coyne, I. T. (1997). Sampling in qualitative research. Purposeful and theoretical sampling;
merger or clear boundaries? Journal of Advanced Nursing, 26(3), 623–630.
https://doi.org/10.1046/j.1365-2648.1997.t01-25-00999.x
Creswell, J. W. (2007). Qualitative inquiry & research design: Choosing among five approaches
(2nd ed.). Sage.
Creswell, J. W. (2014). Research design: Qualitative, quantitative, and mixed method
approaches (4th ed.). Sage.
Creswell, J. W., & Poth, C. N. (2018). Qualitative inquiry & research design: Choosing among
five approaches. Sage.
Cristea, I. C., & Leondardi, P. M. (2019). Get noticed and die trying: Signals, sacrifice, and the
production of face time in distributed work. Organizational Science, 30(3), 447–646.
https://doi.org/10.1287/orsc.2018.1265

166
Crunchbase Staff. (2019). What cities are in the Greater Denver Area region? Crunchbase.
https://support.crunchbase.com/hc/en-us/articles/360009896494-What-cities-are-in-theGreater-Denver-Area-regionCullen, K. L., Palus, C. J., Chrobot-Mason, D., & Appaneal, C. (2012). Getting to “we”:
Collective leadership development. Industrial and Organizational Psychology:
Perspectives on Science and Practice, 5(4), 428–432. https://doi.org/10.1111/j.17549434.2012.01475.x
Cullen-Lester, K., Maupin, C., & Carter, D. R. (2017). Incorporating social networks into
leadership development: A conceptual model and evaluation of research and practice. The
Leadership Quarterly, 28, 130–152. https://doi.org/10.1016/j.leaqua.2016.10.005
Cypress, B. (2018). Qualitative research methods: A phenomenological focus. Dimensions of
Critical Care Nursing, 37(6), 302–309. https://doi.org/10.1097/DCC.0000000000000322
Daft, R. (2014). The leadership experience (6th ed.). Thompson/South-Western.
Dahlstrom, T. R. (2010). Managing "invisible" employees. Connections: The Newsletter of the
Arizona League of Cities and Towns. http://www.leagueaz.org/connection
Dahlstrom, T. R. (2013). Telecommuting and leadership style. Public Personnel Management,
42(3), 438–451. https://doi.org/10.1177/0091026013495731
Day, D. V., Fleenor, J. W., Atwater, L. E., Sturm, R. E., & McKee, R. A. (2014). Advances in
leader and leadership development: A review of 25 years of research and theory. The
Leadership Quarterly, 25(1), 63–82. https://doi.org/10.1016/j.leaqua.2013.11.004
Den Hartog, D. N., Van Muijen, J. J., & Koopman, P. L. (1997). Transactional versus
transformational leadership: An analysis of the MLQ. Journal of Occupational and

167
Organizational Psychology, 70(1), 19–34. https://doi.org/10.1111/j.20448325.1997.tb00628.x
Denzin, N. K. (2009). The research act: A theoretical introduction to sociological methods.
Aldine Transaction
Department of Transportation and Related Agencies Appropriations Act of 2001, 49 U.S.C. §
359 (2000). https://www.congress.gov/106/plaws/publ346/PLAW-106publ346.pdf
Dindia, K., & Allen, M. (1992). Sex difference in self-disclosure: A meta-analysis.
Psychological Bulletin, 112, 106–124. https://doi.org/10.1037/0033-2909.112.1.106
Dugan, J. P. (2017). Leadership theory: Cultivating critical perspectives. Jossey-Bass.
Dworkin, S. L. (2012). Sample size policy for qualitative studies using in-depth interviews.
Archives of Sexual Behavior, 41(1), 1319–1320. https://doi.org/10.1007/s10508-0120016-6
Dyer, W., & Wallace, J. (2017). Path–goal theory. In S. Rogelberg (Ed.), The SAGE
encyclopedia of industrial and organizational psychology (2nd ed., pp. 1166–1168).
Sage. https://doi.org/10.4135/9781483386874.n397
Enslin, C., & Schulz, D. (2015). Effects of mentoring on perceived career development,
retention, and advancement in organizations. The Exchange, 4(1), 22–32.
https://papers.ssrn.com/sol3/papers.cfm?abstract_id=2676838
Felstead, A., & Henseke, G. (2017). Assessing the growth of remote working and its
consequences for effort, well‐being and work‐life balance. New Technology, Work and
Employment, 32(3), 195–212. https://doi.org/10.1111/ntwe.12097

168
Felstead, A., Jewson, N., & Walters, S. (2003). Managerial control of employees working at
home. British Journal of Industrial Relations, 41(2), 241–264.
https://doi.org/10.1111/1467-8543.00271
Ferris, G. R., Liden, R. C., Munyon, T. P., Summers, J. K., Basik, K. J., & Buckley, M. R.
(2009). Relationships at work: Toward a multidimensional conceptualization of dyadic
work relationships. Journal of Management, 35(6), 1379–1403.
https://doi.org/10.1177/0149206309344741
Flick, U., Kardorff, E., & Steinke, I. (2004). A companion to qualitative research. Sage.
Fusch, P. I., & Ness, L. R. (2015). Are we there yet? Data saturation in qualitative research. The
Qualitative Report, 20(9), 1408–1416. https://nsuworks.nova.edu/tqr/vol20/iss9/3Stake
(2010).
Gajendran, R. S., & Harrison, D. A. (2007). The good, the bad, and the unknown about
telecommuting: Meta-analysis of psychological mediators and individual consequences.
Journal of Applied Psychology, 92(6), 1524–1541.
https://doi.org/10.5465/ambpp.2006.27161834
Gajendran, R. S., Harrison, D. A., & Delaney-Klinger, K. (2015). Are telecommuters remotely
good citizens? Unpacking telecommuting's eﬀects on performance via ideals and job
resources. Personnel Psychology, 68(2), 353–393. https://doi.org/10.1111/peps.12082
Gallardo, R., & Whitacre, B. (2018). 21st century economic development: Telework and its
impact on the local income. Regional Science Policy & Practice, 10(2), 103–123.
https://doi.org/10.1111/rsp3.12117
Gera, S. (2013). Virtual teams versus face-to-face teams: A review of literature. IOSR Journal of
Business and Management, 11(2), 1–4. https://doi.org/10.9790/487X-1120104

169
Ghasabeh, M. S., Reaiche, C., & Soosay, C. (2015). The emerging role of transformational
leadership. Journal of Developing Areas, 49(6), 459–467.
https://doi.org/10.1353/jda.2015.0090
Ghilic-Micu, B., & Stoica, M. (2016). A redefinition of telework through cloud computing telework 2.0. Vìsnik. Kiïvsʹkogo Nacìonalʹnogo Unìversitetu Ìmenì Tarasa Ševčenka.
Ekonomìka, 11(188), 16–21. https://doi.org/10.17721/1728-2667.2016/188-11/3
Glass, J. L., & Noonan, M. C. (2016). Telecommuting and earnings trajectories among women
and men 1989-2008. Social Forces, 95(1), 217–250. https://doi.org/10.1093/sf/sow034
Global Workplace Analytics. (2018). Telecommuting trend data [Data file].
https://globalworkplaceanalytics.com/telecommuting-statistics
Gluckler, J., & Schrott, G. (2007). Leadership and performance in virtual teams: Exploring
brokerage in electronic communication. International Journal of e-Collaboration, 3(3),
31–52. https://doi.org/10.4018/jec.2007070103
Golden, T. D., & Eddleston, K. A. (2019). Is there a price telecommuter pay? Examining the
relationship between telecommuting and objective career success. Journal of Vocational
Behavior, 116, 103348. https://doi.org/10.1016/j.jvb.2019.103348
Golden, T. D., Veiga, J. F., & Dino, R. N. (2008). The impact of professional isolation on
teleworker job performance and turnover intentions: Does time spent teleworking,
interacting face-to-face, or having access to communication-enhancing technology
matter? Journal of Applied Psychology, 93(6), 1412–1421.
https://doi.org/10.1037/a0012722

170
González Ramos, A. M. (2020). Digital communication tools for fostering career advancement
and sustaining interpersonal relationships. Sociological Research Online, 25(2), 184–200.
https://doi.org/10.1177/1360780419861649
Gordon, G. (2017). Leadership through trust: Leveraging performance and spanning cultural
boundaries (1st ed.). Palgrave Macmillan. https://doi.org/10.1007/978-3-319-56955-0
Graeff, C. L. (1997). Evolution of situational leadership theory: A critical review. Leadership
Quarterly, 8(2), 153–170. https://doi.org/10.1016/S1048-9843(97)90014-X
Groen, B., van Triest, S. P., Coers, M., & Wtenweerde, N. (2018). Managing flexible work
arrangements: Teleworking and output controls. European Management Journal, 36(6),
727–735. https://doi.org/10.1016/j.emj.2018.01.007
Guan, Y., Jiang, P., Wang, Z., Mo, Z., & Zhu, F. (2017). Self-referent and other-referent career
successes, career satisfaction, and turnover intention among Chinese employees: The role
of achievement motivation. Journal of Career Development, 44(5), 379–393.
https://doi.org/10.1177/0894845316657181
Guthrie, R. (1997). The ethics of telework. Information Systems Management, 14(4), 29–32.
https://doi.org/10.1080/10580539708907072
Guzys, D., Dickson-Swift, V., Kenny, A., & Threlkeld, G. (2015). Gadamerian philosophical
hermeneutics as a useful methodological framework for the Delphi technique.
International Journal of Qualitative Studies on Health and Well-Being, 10(1), 26291.
https://doi.org/10.3402/qhw.v10.26291
Han, J., & Van Dongen, K. (2015). Friendship network centrality and the performance of soccer
players: The role of cognitive accuracy. Human Performance, 28(3), 265–279.
https://doi.org/10.1080/08959285.2015.1021044

171
Hancock, D. R., & Algozzine, B. (2017). Doing case study research: A practical guide for
beginning researchers (3rd ed.). Teachers College Press.
Hartley, J., Sancino, A., Bennister, M., Resordihardjo, S., Nielsen, P., Boye, S., Holten, A.,
Jacobsen, C. B., & Andersen, L. (2019). Are transformational and transactional types of
leadership compatible? A two‐wave study of employee motivation. Public
Administration, 97(2), 413–428. https://doi.org/10.1111/padm.12574
Hasson, H., von Thiele Schwarz, U., & Tafvelin, S. (2019). Shared or different realities: Self–
other agreement on constructive and passive leadership and employee outcomes.
Leadership & Organization Development Journal, 41(1), 37–51.
https://doi.org/10.1108/LODJ-02-2019-0092
Hersey, P. (1985). Situational selling. Center for Leadership Studies.
Hersey, P. (2004). The situational leader. Center for Leadership Studies, Inc.
Hersey, P., & Blanchard, K. H. (1969). Life cycle theory of leadership. Training and
Development Journal, 23(5), 26–34. https://www.praxisframework.org/en/library/herseyand-blanchard
Hersey, P., & Blanchard, K. H. (1977). Management of organizational behavior: Utilizing
human resources (3rd ed.). Prentice-Hall.
Hersey, P., & Blanchard, K. H. (1979). Life cycle theory of leadership. Training and
Development Journal, 33(6), 94.
http://ezproxy.library.capella.edu/login?url=http://search.ebscohost.com.library.capella.e
du/login.aspx?direct=true&db=aph&AN=9067469&site=ehost-live&scope=site
Hersey, P., & Blanchard, K. H. (1981). So you want to know your leadership style? Training and
Development Journal, 34(6), 80.

172
http://ezproxy.library.capella.edu/login?url=http://search.ebscohost.com.library.capella.e
du/login.aspx?direct=true&db=aph&AN=7471134&site=ehost-live&scope=site
Hersey, P., & Blanchard, K. (1982). Management of organizational behavior: Utilizing human
resources (4th ed.). Prentice-Hall.
Hersey, P., Blanchard, K. H., & Johnson, D. E. (2001). Management of organizational behaviors
(8th ed.). Prentice-Hall.
Hersey, P., Blanchard, K. H., & Johnson, D. E. (2008). Management of organizational behavior
- Leading human resources (9th ed.). Prentice-Hall.
Hersey, P., Blanchard, K. H., & Johnson, D. E. (2013). Management of Organizational Behavior
(10th international ed.). Prentice-Hall.
Hersey, P., & Chevalier, R. (2000). Situational leadership and performance coaching. Coaching
for Leadership, 247–256. https://www.researchgate.net/profile/Roger-Chevalier2/publication/265537535_Situational_Leadership_and_Performance_Coaching/links/569
473f308ae820ff072c6cc/Situational-Leadership-and-Performance-Coaching.pdf
Hill, E. J., Ferris, M., & Martinson, V. (2003). Does it matter where you work? A comparison of
how three work venues (traditional office, virtual office, and home office) influence
aspects of work and personal/family life. Journal of Vocational Behavior, 63(2), 220–
241. https://doi.org/10.1016/S0001-8791(03)00042-3
Hoornweg, N., Peters, P., & Van der Heijden, B. (2016). Finding the optimal mix between
telework and office hours to enhance employee productivity: A study into the relationship
between telework intensity and individual productivity, with mediation of intrinsic
motivation and moderation of office hours. In J. De Leede (Ed.), New Ways of Working
Practices: Antecedents and Outcomes (pp. 1–28). Emerald Group Publishing.

173
House, R. J. (1971). A path goal theory of leader effectiveness. Administrative Science
Quarterly, 16(3), 321–339. https://doi.org/10.2307/2391905
House, R. J. (1996). Path-goal theory of leadership: Lessons, legacy, and a reformulated theory.
The Leadership Quarterly, 7(3), 323–352. https://doi.org/10.1016/S1048-9843(96)900247
House, R. J., & Mitchell, T. R. (1974). The effects of supervisory behavior on the path-goal
relationship. Organizational Behavior and Human Performance, 5(3), 277–198.
https://doi.org/10.1016/0030-5073(70)90021-8
Hussain, S. T., Abbas, J., Lei, S., Haider, M. J., & Akram, T. (2017). Transactional leadership
and organizational creativity: Examining the mediating role of knowledge sharing
behavior. Cogent Business and Management, 4(1), 1361663.
https://doi.org/10.1080/23311975.2017.1361663
Ivanov, P. (2020). Power teams beyond borders: How to work remotely and build powerful
virtual teams. John Wiley & Sons, Inc.
Jeanes, E. (2019). A dictionary of organizational behaviour. Oxford University Press.
Kaiser, R. B., & Overfield, D. V. (2010). Assessing flexible leadership as a mastery of opposites.
Consulting Psychology Journal: Practice and Research, 62(2), 105–118.
https://doi.org/10.1037/a0019987
Kane, J., & Tomer, A. (2015). Since 2000, American commuters more likely to work from home
or use alternate modes. Brookings Institution. https://www-brookingsedu.ezproxy.liberty.edu/2015/09/28/since‐2000‐american‐commuters‐more‐likely‐to‐
work‐from‐home‐or‐use‐alternate‐modes/

174
Kaplan, S., Engelsted, L., Lei, X., & Lockwood, K. (2018). Unpackaging manager mistrust in
allowing telework: Comparing and integrating theoretical perspectives. Journal of
Business and Psychology, 33(3), 365–382. https://doi.org/10.1007/s10869-017-9498-5
Karis, D., Wildman, D., & Mane, A. (2016). Improving remote collaboration with video
conferencing and video portals, Human-Computer Interaction, 31(1), 1–58.
https://doi.org/10.1081/07370024.2014.921506
Kark, R., Dijk, D. V., & Vashdi, D. R. (2017). Motivated or demotivated to be creative: The role
of self-regulatory focus in transformational and transactional leadership process. Applied
Psychology, 67(1), 186–224. https://doi.org/10.1111/apps.12122
Kim, J. H. (2015). Understanding narrative inquiry: The crafting and analysis of stories as
research. Sage.
Kim, T., Mullins, L. B., & Yoon, T. (2021). Supervision of Telework: A Key to Organizational
Performance. The American Review of Public Administration, 51(4), 263–277.
https://doi.org/10.1177/0275074021992058
Klecha, Z. (2019). The impact of work location category and demographics on employee role
stress: A quantitative study (Order No. 27664949) [Doctoral dissertation, Wilmington
University]. ProQuest Dissertations and Theses Global. (2355993327).
http://ezproxy.liberty.edu/login?url=https://search-proquestcom.ezproxy.liberty.edu/docview/2355993327?accountid=12085
Knuppel, B. (2015). Career development versus career advancement: Leaders need to
understand both. Smartbrief. http://www.smartbrief.com/original/2015/03/careerdevelopment-vs-career- advancement-leaders-need-understand-both

175
Koelsch, L. E. (2013). Reconceptualizing the member check interview. International Journal of
Qualitative Methods, 12, 168–179. https://doi.org/10.1177/160940691301200105
Kowalski, K. B., & Swanson, J. (2005). Critical success factors in developing teleworking
programs. Benchmarking: An International Journal, 12(3), 236–249.
https://doi.org/10.1108/14635770510600357
Kunnanatt, J. T. (2016). 3D leadership – strategy-linked leadership framework for managing
teams. Economics, Management and Financial Markets, 11(3), 30–55.
https://search.ebscohost.com/login.aspx?direct=true&profile=ehost&scope=site&authtyp
e=crawler&jrnl=18423191&AN=116928680&h=oWpgI8Xh9qvR5VUflqFMB3UFVZE
mLOHSc65I6oWd8u05bsreRSvJPZBQzpUH1JIQaGXJHCBLU2CUYMhXPrrOeA%3D
%3D&crl=c
Kurland, N., & Bailey, D. (1999). The advantages and challenges of working here, there,
anywhere, and anytime. Organizational Dynamics, 28(2), 53–68.
https://doi.org/10.1016/S0090-2616(00)80016-9
Kvale, S., & Brinkmann, S. (2009). Interviews: Learning the craft of qualitative research
interviewing. Sage.
Lapierre, L. M., Steenbergen, E. F., Peeters, M. C., & Kluwer, E. S. (2015). Juggling work and
family responsibilities when involuntarily working more from home: A multiwave study
of financial sales professionals. Journal of Organizational Behavior, 37(6), 804–822.
https://doi.org/10.1002/job.2075
Lautsch, B. A., Kossek, E. E., & Eaton, S. C. (2009). Supervisory approaches and paradoxes in
managing telecommuting implementation. Human Relations, 62(6), 795–827.
https://doi.org/10.1177/0018726709104543

176
Leslie, L. M., Manchester, C. F., Park, T. Y., & Mehng, S. A. (2012). Flexible work practices: A
source of career premiums or penalties? Academy of Management Journal, 55(6), 1407–
1428. https://doi.org/10.5465/amj.2010.0651
Linden, A., & Oljemark, S. (2018). Managing telework: Investigating possibilities of telework
for modern organizations. DiVA. https://www.divaportal.org/smash/get/diva2:1264518/FULLTEXT01.pdf
Long, S. D. (2010). Communication, relationships, and practices in virtual work. Business
Science Reference.
Louie, P. (2017). A phenomenological study on the leadership experience of teleworking leaders
[Doctoral dissertation, Walden University]. from ProQuest Dissertations and Theses
database. (UMI No. 10622938)
Louissaint, J., May, F., Williams, S., & Tapper, E. (2021). Effective mentorship as a means to
recruit, retain, and promote underrepresented minorities in academic gastroenterology
and hepatology. The American Journal of Gastroenterology, 116(6), 1110–1113.
https://doi.org/10.14309/ajg.0000000000001125
Loveland, E. (2017). Are promotions within reach for telecommuters? Being out of sight doesn’t
have to mean out of mind when it comes to advancing your career. HRNews.
https://search-proquest-com.ezproxy.liberty.edu/docview/2022200092?pqorigsite=summon
MacDuffie, J. P. (2007). HRM and distributed work: Managing people across distances.
Academy of Management Annals, 1, 594–615. https://doi.org/10.1080/078559817

177
Mackenzie, M. L. (2010). Manager communication and workplace trust: Understanding manager
and employee perceptions in the e-world. International Journal of Information
Management, 30(6), 529–541. https://doi.org/10.1016/j.ijinfomgt.2010.04.001
Mahler, J. (2012). The telework divide managerial and personnel challenges of telework. Review
of Public Personnel Administration, 32(4), 407–418.
https://doi.org/10.1177/0734371X12458127
Major, D. A., Verive, J. M., & Joice, W. (2008). Telework as a dependent care solution:
Examining current practice to improve telework management strategies. The
Psychologist-Manager Journal, 11(1), 65–91.
https://doi.org/10.1080/10887150801967134
Malik, S. H. (2013). Relationship between leader behaviors and employees' job satisfaction: A
path-goal approach. Pakistan Journal of Commerce & Social Sciences, 7(1), 209–222.
https://www.econstor.eu/bitstream/10419/188086/1/pjcss119.pdf
Mann, A., & Adkins, A. (2017). America’s coming workplace: Home alone. Gallup Business
Journal, 1. https://www.gallup.com/topic/all_gbj_headlines.aspx
Marica, M. (2018). Hoeworking / teleworking. Atypical forms of employment: Between
usefulness and precariousness. Juridical Tribune Journal, 8(1), 73–85.
https://search.proquest.com/openview/021b685664381e9caccdc42972080017/1?pqorigsite=gscholar&cbl=2035665
Marineau, J. E. (2017). Trust and distrust network accuracy and career advancement in an
organization. Group & Organization Management, 42(4), 487–520.
https://doi.org/10.1177/1059601115627529

178
Martin, J. (2015). Transformational and transactional leadership: An exploration of gender,
experience, and institution type. Libraries and the Academy, 15(2), 331–351.
https://doi.org/10.1353/pla.2015.0015
Maruyama, T., & Tietze, S. (2012). From anxiety to assurance: Concerns and outcomes of
telework. Personnel Review, 41(4), 450–469.
https://doi.org/10.1108/00483481211229375
Maslowski, J. (2018). The relationship between telework, personality type, and job satisfaction:
A quantitative study (Publication No. 10979178) [Doctoral dissertation, Capella
University]. ProQuest Dissertations and Theses Global.
https://www.proquest.com/openview/4dadea2ba7e6c96dd53a71e36596c53c/1?pqorigsite=gscholar&cbl=18750&diss=y
Mason, J. (2002). Qualitative researching (2nd ed.). Sage.
Mason, M. (2010). Sample size and saturation in PhD studies using qualitative interviews.
Forum: Qualitative Social Research, 11(3), 1–14. https://doi.org/10.17169/fqs-11.3.1428
Matos, K., & Galinsky, E. (2015). Commentary of how effective is telecommuting? Assessing
the status of our scientific findings. Psychological Science in the Public Interest, 16(2),
38–39. https://doi.org/10.1177/1529100615604666
Mayo, M., Gomez-Mejia, L., Firfiray, S., Berrone, P., & Villena, V. H. (2016). Leader beliefs
and CSR for employees: The case of telework provision. Leadership & Organization
Development Journal, 37(5), 609–634. https://doi.org/10.1108/LODJ-09-2014-0177
Mayo, M., Pastor, J. C., Gomez-Mejia, L., & Cruz, C. (2008). Contextual Factors and
Contingent Reward Leadership: Employer Adoption of Telecommuting. IE Business
School working paper No. WP08-22.

179
https://www.researchgate.net/profile/Juan_Pastor3/publication/5013640_Contextual_fact
ors_and_contingent_reward_leadership_employer_adoption_of_telecommuting/links/091
2f5081201b7394d000000.pdf
McCleskey, J. A. (2014). Situational, transformational, and transactional leadership and
leadership development. Journal of Business Studies Quarterly, 5(4), 117–130.
https://www.proquest.com/openview/e03631119c37d022b66d4ea5fe176e3f/1?pqorigsite=gscholar&cbl=1056382
McGrane, J. A., Humphry, S. M., & Heldsinger, S. (2018). Applying a thurstonian, two-stage
method in the standardized assessment of writing. Applied Measurement in Education,
31(4), 297–311. https://doi.org/10.1080/08957347.2018.1495216
McKay, D. R. (2018). Career advancement. The Balance Careers.
https://www.thebalancecareers.com/advancement-525653
Merriam, S. B. (2015). Qualitative research: Designing, implementing, and publishing a study. In
Handbook of research of scholarly publishing and research methods (pp. 125–140). IGI
Global. https://doi.org/10.4018/9781-4666-7409-7.ch007
Messenger, J. C., & Gschwind, L. (2016). Three generations of telework: New ICTs and the
revolution from home office to virtual office. New Technology, Work and Employment,
31(3), 195–208. https://doi.org/10.1111/ntwe.12073
Moore, S., & Newsome, K. (2019). Management by exception? The Taylor review and
workforce management. New Technology, Work and Employment, 34(2), 95–99.
https://doi.org/10.1111/ntwe.12128
Morganson, V. J., Major, D. A., Oborn, K. L., Verive, J. M., & Heelan, M. P. (2010). Comparing
telework locations and traditional work arrangements: Differences in work-life balance

180
support, job satisfaction, and inclusion. Journal of Managerial Psychology, 25(6), 578–
595. https://doi.org/10.1108/02683941011056941
Morris, S. (2008). Virtual team working: Making it happen. Industrial and Commercial
Training, 40(3), 129–133. https://doi.org/10.1108/00197850810868612
Morse, J. M. (1991). Qualitative nursing research: A contemporary dialogue. Sage.
Nakrošienė, A., Bučiūnienė, I., & Goštautaitė, B. (2019). Working from home: Characteristics
and outcomes of telework. International Journal of Manpower, 40(1), 87–101.
https://doi.org/10.1108/IJM-07-2017-0172
Nilles, J. (1975). Telecommunications and organizational decentralization. IEEE Transactions
on Communications, 23(10), 1142–1147. https://doi.org/10.1109/TCOM.1975.1092687
Nilles, J. M., Carlson, R. F., Gray, P., & Hannerman, G. J. (1976). The telecommunicationstransportation tradeoff: Options for tomorrow. Wiley.
Norman, S. M., Avey, J., Larson, M., & Hughes, L. (2019). The development of trust in virtual
leader–follower relationships. Qualitative Research in Organizations and Management,
15(3), 279–295. https://doi.org/10.1108/QROM-12-2018-1701
Northouse, P. G. (2013). Leadership: Theory and practice (6th ed.). Sage.
Northouse, P. G. (2016). Leadership: Theory and practice (7th ed.). Sage.
Norton, L. W. (2010). Flexible leadership: An integrative perspective. Consulting Psychology
Journal: Practice and Research, 62(2), 143–150. https://doi.org/10.1037/a0019990
Oc, B. (2018). Contextual leadership: A systematic review of how contextual factors shape
leadership and its outcomes. The Leadership Quarterly, 29(1), 218–235.
https://doi.org/10.1016/j.leaqua.2017.12.004

181
O'Connor, P. M., & Quinn, L. (2004). Organizational capacity for leadership. In C. McCauley, &
E. Van Velsor (Eds.), The center for creative leadership handbook of leadership
development (2nd ed., pp. 417–437). Jossey-Bass.
Pandya, S. (2017). Early success experience as a predictor of fast-track career growth.
Development and Learning in Organizations, 31(2), 10–12. https://doi.org/10.1108/DLO07-2016-0057
Papworth, M. A., Milne, D., & Boak, G. (2009). An exploratory content analysis of situational
leadership. Journal of Management Development, 28(7), 593–606.
https://doi.org/10.1108/02621710910972706.
Park, S. (2014). Motivation of public managers as raters in performance appraisal: Developing a
model of rater motivation. Public Personnel Management, 43(4), 387–414.
https://doi.org//10.1177/0091026014530675
Park, S., & Cho, Y. J. (2020). Does telework status affect the behavior and perception of
supervisors? Examining task behavior and perception in the telework context.
International Journal of Human Resource Management, 33(7), 1326–1351.
https://doi.org/10.1080/09585192.2020.1777183
Peters, K., & Halcomb, E. (2015). Interviews in qualitative research. Nurse Researcher (2014+),
22(4), 6. https://doi.org/10.7748/nr.22.4.6.s2
Peters, P., & den Dulk, I. (2003). Cross cultural differences in mangers’ support for home-based
telework: A theoretical elaboration. International Journal of Cross Cultural
Management, 3(3), 329–346. https://doi.org/10.1177/1470595803003003005
Peters, P., Ligthart, P. E., Bardoel, A., & Poutsma, E. (2016). “Fit” for telework? Cross‐cultural
variance and task‐control explanations in organizations’ formal telework practices. The

182
International Journal of Human Resource Management, 27(21), 2582–2603.
https://doi.org/10.1080/09585192.2016.1232294
Picu, C., & Dinu, A. (2016). Research on the current telecommuting trends in the United States
and European Union markets. Management and Economics Review, 1(2), 194–202.
https://www.ceeol.com/content-files/document-694706.pdf
Pieterse, A., Van Knippenberg, D., Schippers, M., & Stam, D. (2010). Transformational and
transactional leadership and innovative behavior: The moderating role of psychological
empowerment. Journal of Organizational Behavior, 31(4), 609–623.
https://doi.org/10.1002/job.650
Pigini, C., & Staffolani, S. (2019). Teleworkers in Italy: Who are they? Do they make more?
International Journal of Manpower, 40(2), 265–285. https://doi.org/10.1108/IJM-072017-0154
Pollack, J., & Pollack, R. (2015). Using Kotter’s eight stage process to manage an organizational
change program: Presentation and practice. Systemic Practice and Action Research,
28(1), 51–66. https://doi.org/10.1007/s11213-014-9317-0
Prasad, B., & Junni, P. (2016). CEO transformational and transactional leadership and
organizational innovation: The moderating role of environmental dynamism,
Management Decision, 54(7), 1542–1568. https://doi.org/10.1108/MD-11-2014-0651
Pratt, M. G., & Dirks, K. T. (2007). Rebuilding trust and restoring positive relationships: A
commitment-based view of trust. In J. E. Dutton, & B. R. Ragins (Eds.), Exploring
positive relationships at work (pp. 117–136). Lawrence Erlbaum.
Pyoria, P. (2011). Managing telework: Risk, fears, and rules. Management Research Review,
34(4), 386–399. https://doi.org/10.1108/01409171111117843

183
Rana, R., K'aol, G., & Kirubi, M. (2019). Influence of supportive and participative path-goal
leadership styles and the moderating role of task structure on employee performance.
International Journal of Research in Business and Social Science, 8(5), 76–87.
http://erepo.usiu.ac.ke/11732/5046
Rashid, Y., Rashid, A., Warraich, M. A., Sabir, S. S., & Waseem, A. (2019). Case study method:
A step-by-step guide for business researchers. International Journal of Qualitative
Methods, 18, 1–13. https://doi.org/10.1177/1609406919862424
Resnik, D. B. (2015). What is ethics in research & why is it important. National Institute of
Environmental Health Sciences, 1(3), 6–14. https://doi.org/10.14217/9781848598546-7en
Robar, T. Y. (1998). Communication and career advancement. Journal of Management in
Engineering, 14(2), 26–28. https://doi.org/10.1061/(ASCE)0742-597X(1998)14:2(26)
Roberts, D. C. (2007). Deeper learning in leadership: Helping college students find the potential
within. John Wiley & Sons.
Robinson, M. A., & Boies, K. (2016). Different ways to get the job done: comparing the effects
of intellectual stimulation and contingent reward leadership on task‐related outcomes.
Journal of Applied Social Psychology, 46(6), 336–353.
https://doi.org/10.1111/jasp.12367
Robinson, O. C. (2014). Sampling in interview-based qualitative research: A theoretical and
practical guide. Qualitative Research in Psychology, 11(1), 25–41.
https://doi.org/10.1080/14780887.2013.801543
Robson, C., & McCartan, K. (2016). Real world research. John Wiley & Sons.

184
Sadeghi, A., & Pihie, Z. (2012). Transformational leadership and its predictive effects on
leadership effectiveness. International Journal of Business and Social Science, 3(7), 186–
197.
Saraih, U. N., Ali, H., & Khalid, S. A. (2015). The development of teacher’s careers in
relationship to OCB and justice: A study in Malaysia. Asian Social Science, 11(24), 62–
71. https://doi.org/10.5539/ass.v11n24p62
Sewell, G., & Taskin, L. (2015). Out of sight, out of mind in a new world of work? Autonomy,
control, and spatiotemporal scaling in telework. Organization Studies, 36(11), 1507–
1529. https://doi.org/10.1177/0170840615593587
Shaw, C., & Le Roux, K. (2017). From practitioner to researcher: Designing the dissertation
process for part time coursework masters’ students. Systematic Practice and Action
Research, 30(4), 433–446. https://doi.org/10.1007/s11213-016-9402-7
Sigstad, H. M. (2014). Characteristic interviews, different strategies: Methodological challenges
in qualitative interviewing among respondents with mild intellectual disabilities. Journal
of Intellectual Disabilities, 18(2), 188–202. https://doi.org/10.1177/1744629514523159
Situational Leadership. (n.d.). Generative Interactive Leadership Styles.
http://www.gilsmodel.com/index.php?id=3
Smith, S. A., Patmos, A., & Pitts, M. J. (2018). Communication and telework: A study of
communication channel satisfaction, personality, and job satisfaction for teleworking
employees. International Journal of Business Communication, 55(1), 44–68.
https://doi.org/10.1177/23294884155898101
Sosik, J., & Jung, D. (2018). Full range leadership development. Routledge.
https://doi.org/10.4324/9781315167206

185
Sparrow, P. R. (2000). New employee behaviors, work design and forms of work organization:
What is in store for the future of work? Journal of Managerial Psychology, 15(3), 202–
218. https://doi.org/10.1108/02683940010320561
Spector, N. (2017, July 27). Why are big companies calling their remote workers back to the
office? NBC News. https://www.nbcnews.com/business/businessnews/why-are-bigcompanies-calling-their-remote-workers-back-office-n787101
Stake, R. E. (2006). Multiple case study analysis. The Guilford Press.
Stake, R. E. (2010). Qualitative research: Studying how things work. The Guilford Press.
Strauss, K. (2016). U.S. states with the most telecommuting jobs. Forbes, 26.
https://www.forbes.com/sites/karstenstrauss/2016/05/04/u-s-states-with-themosttelecommuting-jobs/#6b1f13f85589
Taylor, D. S., & Kavanaugh, J. K. (2005). Paradigms of leadership in the teleworking
environment: a qualitative study. In Allied Academies International Conference.
Academy of Organizational Culture, Communications and Conflict. Proceedings (Vol.
10, No. 1, p. 57). Jordan Whitney Enterprises, Inc.
Teherani, A., Martimianakis, T., Stenfors-Hayes, T., Wadhwa, A., & Varpio, L. (2015).
Choosing a qualitative research approach. Journal of Graduate Medical Education, 7(4),
669–670. https://doi.org/10.4300/JGME-D-15-00414.1
Telework Enactment Act of 2010, 5 U.S.C. § 6502-6506. (2010).
http://www.ilo.org/dyn/natlex/natlex4.detail?p_lang=en&p_isn=88266&p_count=99710
Thompson, G., & Vecchio, R. P. (2009). Situational leadership theory: A test of three versions.
The Leadership Quarterly, 20(5), 837–848. https://doi.org/10.1016/j.leaqua.2009.06.014

186
Thulin, E., Vilhelmson, B., & Johansson, M. (2019). New telework, time pressure, and time use
control in everyday life. Sustainability, 11(11), 3067. https://doi.org/10.3390/su11113067
Ting, W. M., Wai Chuen, E. P., & Ahmad, N. B. (2020). A study on factors affecting career
advancement in organization at Klang Valley. International Journal of Psychosocial
Rehabilitation, 24(2), 722–734. https://doi.org/10.37200/IJPR/V24I2/PR200386
Torten, R., Reaiche, C., & Caraballo, E. (2016). Teleworking in the new millennium. The
Journal of Developing Areas, 50(5), 319–326. https://doi.org/10.1353/jda.2016.0060
Trost, J. A. (1986). Statistically nonrepresentative stratified sampling: A sampling technique for
qualitative studies. Qualitative Sociology, 9, 54–57. https://doi.org/10.1007/BF00988249
Tschopp, C., Grote, G., & Gerber, M. (2014). How career orientation shapes the job satisfactionturnover intention link. Journal of Organizational Behavior, 35(2), 151–171.
https://doi.org/10.1002/job.1857
Tufford, L., & Newman, P. (2010). Bracketing in qualitative research. Qualitative Social Work,
2010(1), 80–96. https://doi.org/10.1177/1473325010368316
Tworoger, L. C., Ruppel, C. P., Gong, B., & Pohlman, R. A. (2013). Leadership constraints:
Leading global virtual teams through environmental complexity. International Journal of
e-Collaboration, 9(2), 34–60. https://doi.org/10.4018/jec.2013040102
Van der Heijden, B. I. J. M., Peters, P., & Kelliher, C. (2015). New ways of working and
employability. Towards an agenda for HRD. In R. F. Poell, T. S. Rocco, & G. L. Roth
(Eds.), The Routledge companion to human resource development (pp. 542–551).
Routledge.

187
Van Rijnsoever, F. J. (2017). (I can’t get no) saturation: A simulation and guidelines for sample
size in qualitative research. Public Library of Science, 12(7), e0181689.
https://doi.org/10.1371/journal.pone.0181689
Van Steenbergen, E. F., van der Ven, C., Peeters, M., & Taris, T. W. (2017). Transitioning
towards new ways of working: Do job demands, job resources, burnout, and engagement
change? Psychological Reports, 121(4), 736–766.
https://doi.org/10.1177/0033294117740134
Van Teijlingen, E., & Hundley, V. (2013). The importance of pilot studies. Nursing Standard,
16(40), 33–36.
https://search.proquest.com/openview/e1c79ecc86d8b228530d189b81b25f63/1?pqorigsite=gscholar&cbl=30130
Vecchio, R. P. (1987). Situational leadership theory: An examination of a perspective theory.
Journal of Applied Science, 72(3), 444–451. https://doi.org/10.1037/0021-9010.72.3.444
Vecchio, R. P., & Thompson, G. (2017). Situational leadership theory. In S. Rogelberg (Ed.),
The SAGE encyclopedia of industrial and organizational psychology (2nd ed., pp. 1446–
1447). Sage. https://doi.org/10.4135/9781483386874.n495
Vega, R. P., Anderson, A. J., & Kaplan, S. A. (2015). A within-person examination of the effects
of telework. Journal of Business and Psychology, 30(2), 313–323.
https://doi.org/10.1007/s10869-014-9359-4
Vroom, V. H. (1964). Work and motivation. Wiley.
Walker, G. (2010). Out of sight, out of mind? Managing the teleworker. Gartner, G00206935, 1–
9.

188
Wang, G., Oh, I., Courtright, S., & Colbert, A. (2011). Transformational leadership and
performance across criteria and levels: a meta-analytic review of 25 years of research.
Group Organizational Management, 36(2), 223–270.
https://doi.org/10.1177/1059601111401017
Waters, K. (2015). Teleworking in higher education: What managers should know before
developing teleworking policies. College & University, 90(3), 28–38.
https://files.eric.ed.gov/fulltext/EJ1070006.pdf
Watkins, D., & Gioia, D. (2015). Mixed methods research. Oxford University Press.
https://doi.org/10.1093/acprof:oso/9780199747450.001.0001
Watson, R. (2015). Quantitative research. Nursing Standard (2014+), 29(31), 44.
https://doi.org/10.7748/ns.29.31.44.e8681
Weinert, C., Maier, C., & Laumer, S. (2015). Why are teleworkers stressed? An empirical
analysis of the causes of telework-enabled stress. Wirtschaftsinformatik, 2015, 1407–
1421. https://aisel.aisnet.org/wi2015/94/
Weinert, C., Maier, C., Laumer, S., & Weitzel, T. (2014). Does teleworking negatively influence
IT professionals? An empirical analysis of IT personnel telework-enabled stress. In
Proceedings of the 52nd ACM conference on Computers and people research (pp. 139–
147). ACM.
Wojak, E., Bajzikova, L., Sajgalikova, H., & Polakova, M. (2016). How to achieve sustainable
efficiency with teleworkers: Leadership model in telework. Procedia - Social and
Behavioral Sciences, 229, 33–41. https://doi.org/10.1016/j.sbspro.2016.07.111
Wolcott, H. F. (2008). Ethnography: A way of seeing. Altamira Press.

189
Wright, A. D. (2017). In focus: IBM expands remote work ban. Society for Human Resource
Management. https://www.shrm.org/ResourcesAndTools/hrtopics/technology/pages/ibm-expands-remote-work-ban.aspx
Xenikou, A. (2017). Transformational leadership, transactional contingent reward, and
organizational identification: The mediating effect of perceived innovation and goal
culture orientations. Frontiers in Psychology, 8, 1754.
https://doi.org/10.3389/fpsyg.2017.01754
Yanine, F., Valenzuela, L., Tapia, J., & Cea, J. (2016). Rethinking enterprise flexibility: A new
approach based on management control theory. Journal of Enterprise Information
Management, 29(6), 860–886. https://doi.org/10.1108/JEIM-06-2015-0054
Yanker, M. (1986). Flexible leadership styles: One supervisor's story. Supervisory Management,
31(1), 2–6.
http://ezproxy.liberty.edu/login?qurl=https%3A%2F%2Fwww.proquest.com%2Ftradejournals%2Fflexible-leadership-styles-one-supervisorsstory%2Fdocview%2F214236588%2Fse-2%3Faccountid%3D12085
Yin, R. K. (2014). Case study research: Design and methods. Sage.
Yukl, G. (2015). Leadership in organizations (7th ed.). Prentice-Hall.
Zaccaro, S. J., & Bader, P. (2003). E-leadership and the challenges of leading e-teams:
Minimizing the bad and maximizing the good. Organizational Dynamics, 31(4), 377–
387. https://doi.org/10.1016/S0090-2616(02)00129-8
Zareen, M., Razzaq, K., & Mujtaba, B. G. (2015). Impact of transactional, transformational, and
laissez-faire leadership styles on motivation: A quantitative study of banking employees

190
in Pakistan. Public Organization Review, 15(4), 531–549.
https://doi.org/10.1007/s11115-014-0287-6

191
Appendices

192
Appendix A: Informational Letter
Dear Management Team:
As a student in the School of the School of Business at Liberty University, I am conducting
research as part of the requirements for a doctoral degree. The purpose of my research is to
explore leadership strategies and behaviors that support career advancement for teleworkers, and
I am writing to invite eligible participants to join my study.
Participants must be 18 years of age or older and have performed in a leadership capacity in
which they developed or implemented strategies to support career advancement for teleworkers.
This research is limited to the Denver, Colorado area including outlying cities. Participants, if
willing, will be asked to participate in an audio-recorded interview. It should take approximately
30 minutes to complete the interview. Names and other identifying information will be requested
as part of this study, but the information will remain confidential.
In order to participate, please complete the attached survey and return it by email to
gsanders9@liberty to schedule an interview.
A consent document will be provided prior to the interview. The consent document contains
additional information about my research. Please sign the consent document and return it to me
at the time of the interview.

Sincerely,
Glory Sanders
Doctor of Business Administration Student
xxxxxxxxxx@liberty.edu
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Appendix B: Informed Consent
Title of the Project: Leadership Styles and Behaviors that Support Career Advancement for
Teleworkers
Principal Investigator: Glory Sanders, Doctor of Business Administration Student, Liberty
University
Invitation to be Part of a Research Study
You are invited to participate in a research study. In order to participate, you must be 18 years
old and have performed in a leadership role over teleworkers in the Denver, CO area. In addition,
participants should have developed or implemented strategies to support teleworkers in
achieving their career advancement goals. Taking part in this research project is voluntary.
Please take time to read this entire form and ask questions before deciding whether to take part in
this research project.
What is the study about and why is it being done?
The purpose of the study is to develop a greater understanding of effective leadership styles and
behaviors that support career advancement for teleworkers. The intent is to explore the leader’s
approach to overcoming perceived career advancement challenges for teleworkers.
What will happen if you take part in this study?
If you agree to be in this study, I ask you to do the following things:
1. Participate in a 30-minute (approximately), audio-recorded interview.
2. Participate in a 15-minute follow-up interview to review the transcription of the original
interview for accuracy.
How could you or others benefit from this study?
Participants should not expect to receive a direct benefit from taking part in this study.
What risks might you experience from being in this study?
The risks in this study are minimal. The possible risks and mitigation factors include:
1. Questions involving past experiences may potentially lead to distressing memories. To
mitigate this risk, the participant may leave the question unanswered and move onto the next
question.
2. During the COVID-19 epidemic, there may be risk of contracting the virus through in-person
interviews. To mitigate this risk, participants will be able to participate in the interview using
video-conferencing technology.
3. The participants will be required to provide personally identifying information such as their
name and organization that may risk confidentiality. To mitigate this risk, all personally
identifiable information will be secured on a password-protected and unshared document, and
the participant will be addressed only by the participant code assigned.
How will personal information be protected?
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The records of this study will be kept private. Published reports will not include any information
that will make it possible to identify a subject. Research records will be stored securely, and only
the researcher will have access to the records. Data collected from you may be shared for use in
future research studies or with other researchers. If data collected from you is shared, any
information that could identify you, if applicable, will be removed before the data is shared.
Participant responses will be kept confidential through the use of codes. Interviews will be
conducted in a location where others will not easily overhear the conversation. Data will be
stored on a password-locked computer. After five years, all electronic and hard copy records will
be deleted. Interviews will be recorded and transcribed. Recordings will be stored on a password
locked computer for five years and subsequently destroyed. Only the researcher will have access
to these recordings.
Is study participation voluntary?
Participation in this study is voluntary. Your decision whether to participate will not affect your
current or future relations with Liberty University. If you decide to participate, you are free to
not answer any question or withdraw at any time without affecting those relationships.
What should you do if you decide to withdraw from the study?
If you choose to withdraw from the study, please contact the researcher at the email
address/phone number included in the next paragraph. Should you choose to withdraw, data
collected from you will be destroyed immediately and will not be included in this study.
Whom do you contact if you have questions or concerns about the study?
The researcher conducting this study is Glory Sanders. You may ask any questions you have
now. If you have questions later, you are encouraged to contact her by phone at xxx-xxx-xxxx or
by email at xxxxxxx@liberty.edu. You may also contact the researcher’s faculty sponsor, Dr.
Mark Davis at xxxxxxxxx@liberty.edu.
Whom do you contact if you have questions about your rights as a research participant?
If you have any questions or concerns regarding this study and would like to talk to someone
other than the researcher, you are encouraged to contact the Institutional Review Board, 1971
University Blvd., Green Hall Ste. 2845, Lynchburg, VA 24515 or email at irb@liberty.edu
Your Consent
By signing this document, you are agreeing to be in this study. Make sure you understand what
the study is about before you sign. You will be given a copy of this document for your records.
The researcher will keep a copy with the study records. If you have any questions about the study
after you sign this document, you can contact the study team using the information provided
above.
I have read and understood the above information. I have asked questions and have received
answers. I consent to participate in the study.
The researcher has my permission to audio-record me as part of my participation in this
study.
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____________________________________
Printed Subject Name
____________________________________
Signature & Date
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Appendix C: Pre-Interview Screening Survey
1. Are you at least 18 years of age?
Yes____

No____

2. Have you performed in a leadership or supervisory capacity over teleworkers in which
you developed or implemented strategies to assist employees in achieving their career
advancement goals?
Yes ____

No ____

3. Are you currently performing these duties within Denver, Colorado area (This includes
surrounding areas within a 60-mile radius)?
Yes____

No____

4. Are you willing to participate in a 30-minute (approximately) interview to provide input
for the doctoral dissertation topic: “Leadership Strategies and Behaviors that Support
Career Advancement for Teleworkers”?
Yes____

No____

5. If you answered Yes to the previous questions, thank you! Please provide your contact
information for follow up to this study and return it directly to gsanders9@liberty.edu.
Name: _________________________________________________________________
Email address: ___________________________________________________________
Telephone number: _______________________________________________________
Organization: ____________________________________________________________
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Appendix D: Interview Protocol
Opening Statements: Hello and thank you for agreeing to participate in my study. I know your
time is valuable, and I appreciate your willingness to use it here. I am exploring three research
questions relating to leadership behaviors that support career advancement for teleworkers. I will
be asking you a few questions relating to each of those questions. Before we begin, I would like
to define what I mean when I say “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were
implemented to support career advancement in the telework environment.

RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
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•

The second set of questions pertain to the differences between leading teleworkers versus
onsite workers through career advancement.

RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
RQ2b. How did teleworking employees respond to your leadership approach?
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
RQ2c. Overall, how did this approach to leading teleworkers support career
advancement?
RQ2d. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
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RQ3d. Before I conclude the interview, is there anything else you would like to add?
Closing Statements: This is valuable information that will greatly benefit my study. I really
appreciate your participation in this interview. I will send you the transcription of this interview
for review. When you receive it, please ensure that your statements are accurately transcribed to
portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up with you
over the phone to discuss your review of the transcription. Again, thank you so much for your
time and valuable input.
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Appendix E: Permission Request Form
[Name of Recipient]
[Title]
[Company]
[Address 1]
[Address 2]
[Address 3]
Dear Sir/Ma’am:
As a graduate student in the School of Business at Liberty University, I am conducting research as
part of the requirements for a Doctor of Business Administration degree. The title of my research
project is Leadership Strategies and Behaviors that Support Career Advancement for Teleworkers
and the purpose of my research is explore effective leadership strategies and behaviors that assist
teleworkers in achieving their career development goals.
I am writing to request your permission to contact members of your staff to invite them to
participate in my research study.
Participants will be asked to complete the attached survey and contact me to schedule an interview.
Participants will be presented with informed consent information prior to participating. Taking
part in this study is completely voluntary, and participants are welcome to discontinue participation
at any time.
Thank you for considering my request. If you choose to grant permission, respond by email to
xxxxxxxxxxxx@liberty.edu.
Sincerely,
Glory Sanders
Doctor of Business Administration Student
xxxxxxxx@liberty.edu
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Appendix F: Social Media Recruitment
ATTENTION FACEBOOK FRIENDS: I am conducting research as part of the requirements for
a Doctor of Business Administration degree at Liberty University. The purpose of my research is
to explore leadership strategies and behaviors that support career advancement for teleworkers.
Participants will be asked to participate in a 30-minute audio recorded interview and 15-minute
follow up member checking interview. If you would like to participate and meet the criteria
below, please contact me at xxxxxxxxxx@liberty.edu to schedule an interview. A consent
document will be emailed to you one week before the interview.
Participants must be 18 years of age or older and have performed in a leadership capacity
in which they developed or implemented strategies to support career advancement for
teleworkers. This research is limited to the Denver, Colorado area, including outlying cities.
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Appendix G: Signed Permission Request Forms
In order to maintain the original signatures, this appendix is attached separately as a PDF.
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Appendix H: Signed Informed Consent Forms
In order to maintain the original signatures, this appendix is attached separately as a PDF.
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Appendix I: Interview Transcripts
Interview Transcript – A1
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
We probably should take a half a step back here. I don't know if you understand my
career and how I work. For your study here especially, I didn't start from an environment
where I was going to the office all the time, so I've been working remotely and tend to
work for technology startups in the past 15 years, something like that. So, they tend to be
smaller organizations, and so I've been telecommuting for a long time, so the strategies
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that I would discuss are really more for just generally working with people rather than
what happened during the pandemic.
So, I would have to say that something I always tell people is that I'm always on and I'm
always off. And what that means is that that's the way that I choose to work, and that's the
way I like to have employees that work as well. They don't have to do that, like if
somebody wanted to work specific hours and didn't want to be bothered after hours, they
have that right. But I tend to dial-in a dial-out a lot, so I'm a self-diagnosed ADHD, so I
either I can't pay attention to something or I'm so into it that I'm hyper-focused that I can't
pay attention to anything else. So, because of that, it allows me... It's actually a blessing
at the end of the day, it's funny because it's kind of a diagnosis of a reflection, but it
works very well for me, because when I work and I get on a roll, I can really crank, but
then I crank for short spurts and then I will take a break and do something else for a little
bit, and then I'll get back into it and I’ll crank again. So, when I'm leading my team, I'm
always talking with them about the way that I feel that that's the best way to go, because I
might go on vacation and I don't put work down, I'll don't mind checking my phone,
I’ll bring my laptop with me and I'll poke around at work, I'm not going to sit there and
be at the beach and you wake up and spend my whole day working, but I don't mind
waking up with a couple of coffee and banging out a couple of things while I worked
there, then I'll go to the beach and hang out with my family and all that kind of stuff, I'll
come back in on the ocean, I'll grab my phone and check and see if there's anything, any
fires burning here that I need to address and so forth, and then you go back to hanging
out. So, in terms of a telework environment, I've worked with that and some people can
do it and some can’t. You can either work from home or you can’t. Some people get too
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distracted, and would rather work in a live environment than a very separate... For me,
I've done this for 10 years and I would not want to go to the office every day.
My company's headquartered in Australia. Australia is 16 hours ahead of us in the United
States, so right now it's the middle of the night over there, and when it's 3-4 o'clock here,
that's when they're waking up. Today's, uh what here, Tuesdays, so it’ll be their
Wednesday when it's 4 o’clock in the afternoon our time today, so it'll be there
Wednesday morning. So, I oftentimes, I’ll have meetings all through night, 5 o’clock, 6
o’clock, put the kids to bed, the wife’s getting ready to go to bed, I might call somebody
at the office because I can't reach them or there's some emails that came into them while
we've been having dinner and hanging out, things like that. So again, I don't mind doing
that because I also don't have a problem at 3 o'clock in the afternoon, dialing out and
going to my son's basketball game. They all know I work as off hours too, so the
flexibility, it's not like anybody's working less hours here. Some people are shocked when
they hear that, it's like, Man, how do you get off a 2 o'clock in the afternoon? How come
you don't have to be working? And it's like, it's because I'm going to be working in 9
o'clock tonight when a lot of conference call with people in Australia. We get our 40 plus
hours a week in here for sure, but I can be very, very flexible and be able to work
whenever I want to and that suits me very well.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
No different from teleworking than it would be in a regular environment. So, I'm a sales
guy, right? I run the sales division for a software company, and I tell my guys, you can sit
by the pool and drink fruity umbrella drinks if you want all day as long as you're hitting
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your numbers. So, they have numbers, that they’re supposed to hit and objectives they
need to get to, and they can get there any way they want to. So, if they’re crushing their
quota, and are at 200% of their goal, and they're only working 10 hours a week, that’s
fine with me. It's all about the numbers. Right. So, they're that good and can do that well,
and that's... That's fine. So, I would just measure someone based on their goals, not based
on how many hours you're working. You think of it... That's really kind of counter
intuitive. Why does it matter? If you give someone a goal to hit, kind of like... I'm a big
analogy guy, right? So, you picture a marathon and your objective is to finish the
marathon, well if you finish the marathon, someone finishes in four hours, and it takes
somebody else five... What are you going to do? Make the person that only took four
hours, you're going to make them run another hour?
I try to be goal-oriented and results-oriented, not clock-oriented. So, I think it's... I don't
like the fact that some jobs you can do that, right, 'cause you want to keep going, and
people that are... The people that are in sales should be motivated by success, right, so
they shouldn't want to keep going, and you kind of question a person if they want to stop
after 10 hours because they hit their numbers, because typically you can be more
successful, not only if you keep going, but a lot of times you have more incentives, the
better you do. So, if you're making a percentage of sales and you get to your goal,
everything you sell that's above your goal will oftentimes have a higher commission rate.
So, if somebody stops you may want to have a conversation with them that says, “I don't
know if you want to take the foot off the gas right now. You probably want to keep
going.” But at the end of the day, if that's the goal that's been set for them and then
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they're reaching a goal, and they've done it… congratulations. If you want to just relax
then, then go for it. You know.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
Well, I try not to micromanage. When I hire people. I tend to hire people that are fairly
early in their career…so 30 or younger. There's an old saying that if you give someone
enough rope, they’ll hang themselves, right. So again, it's all about being successful. I'll
let you do that any way you want... If you're not being successful, then I'll probably come
in and just want to have a conversation with you that says, “What can I do to help?”
instead of “Do this and do that.” I find cramming your agenda down someone's throat
doesn't work. So, if you take an approach that says, “We're all in this together. Whatever
you're doing is not working so let's talk about your style. Tell me about your strategies,
how you're going about that, and let's see what we can do to maybe add or subtract some
things that will maybe help you along the way.” Did you ever see the movie, Days of
Thunder?
The race car movie with Tom Cruise. He’s kind of a Wild Wild West type of a guy. He's
just out there and drives fast and loose and all those kinds of things. And the guy who's
his track manager is an older guy has been around for 20, 25, 30 years longer than Tom
Cruise has, and they're fighting all the time because they have completely different styles.
So, he comes out and says, “This is what we're going to do... You're going to run 200 laps
your way, and then we're going to run 200 laps my way. We'll see what one works
better.” And sure enough, the way that he ran it—the older guy—the tires had less wear,
and they didn't have to change them as much. It took less gas and all that kind of stuff, so
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he ended up realizing that that was a better way to do it. But instead of cramming his
style downtown Tom Cruises’ throat, he just basically allowed it to play out and allowed
him to come to a realization that there might be a better way to do it. So, I think it's
always better if people come to their own conclusions versus you use your own agenda,
make them do it your way…people don’t tend to like that.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
Well, I think that that's the key again is on your study, kind of fascinating to me, 'cause
I'm guessing you're going to run into all different kinds of people, all different kinds of
employers, and all different kinds of leaders, and all the different kinds of co-workers,
right. So, it really depends on what it is that they want to do. So, it worked very well for
us because those are just the kind of people that we hire. We are a pre-IPO technology
company, so all the employees have stock in the organization, so if we do well, the
organization does well, everyone stands to gain... As a result of that, so they're highly
incentivized to not just show up and punch a clock and go to work and then punch out,
and they're all mad when somebody tries contact them off hours. We're all pretty much
available. Sometimes you get a message in somebody says, “Hey, and I'm not working
tonight,” and that's fine as well. So, we try not to surprise people with those kinds of
things, but at the same time, they know, just like me, they can dial-out in the middle of
the afternoon if they want to...
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
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We're growing rapidly, so the more success that we have, the more people we can hire
and we like to hire from within. If someone's doing a good job, I want to give someone
the opportunity to grow their career and get career advancement within the organization.
So, having started out with just me and one other guy on the direct sales team, and he was
out scheduling meetings for me, so I invited him to come along with me on those
meetings. We could listen and learn and grow and figure how to close deals and move
people along through the sales cycle. Now our company has grown to the point where
we're probably going to hire someone else. So, what are we doing? We're going to hire
behind him. Now he's going to have someone that's going to be working for him to
schedule meetings, and then he's going to be the one to go in and have the meetings and
close the business. All those kinds of things. So, career advancement, I have to say is
probably what most people want, 'cause when you're advancing your career, you tend to
make more money. Not everybody wants that, but we all have bills to pay and want to go
on vacation and all that kind of stuff. So that's probably the best way to go about it.
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
Yeah, that was not super relevant because again, I’ve been remote for a long time, and so
has my team. But I would say... Just my opinion on that is that there's no reason to
change. Being results-oriented is always the way that I'll be... So, if you see when they're

211
not working and everyone's in that environment, you guys thinking on the fly here... I
guess if there's anything I would say is, if you're in a team environment, not everyone's
going to have the same amount of success. So, if you have someone who's not working
really hard, but they're hitting their goals, it's going to be bringing the rest of the team
down. They see, well, that person doesn't work that hard, they don't have to make as
many calls or things like that, so it could negatively impact the people around them.
When you're all remote, you can't really see what's going on or just reporting on the
numbers. Have you ever heard of Alan Iverson?
You should go out to YouTube and type in “Alan Iverson practice” because he was an
MVP and a hall of famer, all that kind of stuff. And he didn't. He wasn't attending
practice as he was getting beat up on the court. He was sore. He was trying to save
himself for the games, is what he was saying, but when all the other players had to go out
and practice and he wasn't practicing... The coach was saying, “You’ve gotta lead by
example. And these other guys weren’t as naturally gifted as you. They're going to have
to work harder than you do, just 'cause you have more gifts than they do.” Right. He was
saying, “What are we talking about? Practice? Do I really need to practice?” But when
you're in a team setting like that and you're not there, and it's tough for the rest of the
team to look at. So, if there’s anything I would say it would have to be the fact that if
you're in a workplace environment, how you are working in the way that you go about
your business, it's going to be seen more by other people. So, when you're in a remote
environment, and then you just meet our team every once in a while and talk about your
numbers and how you've been doing, people don't see how you got there. They just see
the results and they can't tell the work it took to get there. Different people are going to
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have different results, and I guess if you were all in one environment, it would be harder
to see some people not working as hard.
RQ2b. How did teleworking employees respond to your leadership approach?
They like it, I think is what they say anyway. We butt heads over once in a while, like
every organization. But for the most part, I try to lead from the top or lead from the front,
where I wouldn’t ask them to do something that I wouldn't do. I think that that's the key is
really they have to see you working hard too... They see you sitting back and cracking the
whip on them, but they don't feel like you're putting forth the effort... It's not going to
work. You just have to put the same effort forth that you're asking for.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
Yeah, leadership is bi-directional. So, when you're a leader, I learn every day, and it's not
me being here to depart wisdom on everyone. The different styles that are out there and
approaches and ideas and things like that, if you squash that because someone's below
you, I don’t think that’s going to be received well at all, or... I don't think it would be
smart for a leader to do because you can get leadership and all shapes and sizes.
Everyone has something to contribute and listening to someone, allowing them to be
heard, helping them talk through their ideas... This just happened on Friday, I ended up
having to take up 45 minutes with one of my employees who had an idea. And honestly,
at the beginning, I didn't necessarily think it was... it was going to work. But I wanted to
let him see that I heard him, and I wasn't trying to squash him, otherwise he's going to
feel like a robot and he just has to go to work every day and shut up and get to work. And
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that's not the kind of environment I want to foster here. So, I want him to be sure to know
that he was heard.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
Again, everybody's different. I know people…there's a reason that there's a rush hour. It's
because many jobs require you to show up at a certain time and then stay until a certain
time, and then you're free to leave. That's when most of the people are on the road. I
would never want that. So, in terms of... I'm looking for people that want to work and
have a flexible environment that are focused on what the results are. So, I think that how
it promotes that is, is the flexibility to allow them to do what they want to do. If you gotta
leave you go to the bank, or you got your kids soccer game and games in 2:30 in the
afternoon. My gosh, please go to that game. I would never want somebody miss their
kid’s game, but you just gotta make it up later. You know what I mean? And let's put the
time in and, hey, how are your numbers? The numbers are good, don't even worry about
putting the time in, your numbers are there. But if you’re falling behind if you want to go
to your game, I’m going to respect family time as I’m a family guy myself. But you just
have to be... You have to be able to police yourself in a telework environment so that
people don't have to micromanage you. You have to be a self-starter.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“Nothing… looks good to me.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
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RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
Hiring is very critical, and I think that that's true for everyone. But I really don't see any
less... You're going to talk about internet connectivity or equipment maybe... So, if
someone doesn't have their own computer, you have to provide equipment. But again,
that’s really company specific. So, it could be in an office environment and you have a
company or equipment to provide there as well, so you may have reimbursement for
things that a company might have to incur… for internet and cell phone, things like that,
versus you just have office lines. But I think the world is changing that way dramatically,
right. I haven't had an office phone or I'm not a home phone, probably 15 years. I think
that everybody has cell phones anyway, but you may have to pick up all or part of your
cell phone bill if it’s used that way... That's only fair, right?
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
The only thing I’d throw to that is that if they feel more empowered, if they like their
work environment more because they can work from home… It's all about employee
satisfaction, especially if you have good employees. It's hiring the right people. You
should always be hiring people that are better than you, or have the potential to be better
than you. So, it's all about hiring the right people, so if you get a good employee, I
wouldn't … You back in the 20-30 years, it was much more work environment that was
done versus teleworking, I wouldn't have had a problem having somebody work from
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home if they were going to be successful and that made them happier. And happy
employees equal success, right? You want to stay and keep doing a good job and work
hard, 'cause they don't want to lose their job. If they're not happy, they’re going to start
looking for another job probably, you know?
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
Honestly, I think the reason it does for us is because we're a small, rapidly growing
company so there’s opportunity for advancement if you do well. It has to do with how the
company is doing. I don't know the telework is going to present an opportunity for more
advancement than them being in the office.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
You know, I don't... Based on our discussion.
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – A2
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader.
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
I think that flexible leadership is the most effective. Like in an office, teleworking
employees have different needs, skill levels, and temperaments. You have to be able to
adjust according to their professional and personality-based needs. I like to think that
telework is reserved for employees who have proven their ability to work autonomously,
but with the pandemic we had to employee everybody remotely. That was a shift for us
because typically we expect that little training is required in the remote field and were not
as prepared for that as we probably should have been. Leaders had to learn how to lead
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younger employees in the telework environment so the methods that were typically
assigned to autonomous employees were no longer effective. That meant being more
purposeful about communication and online training. It also unfortunately means a bit
more micromanaging than what is typically appreciated when someone decides…. or is
offered the opportunity to work remotely.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
Since teleworker are typically rated by output, performance is an important metric. I like
to see it as somewhat of a transaction. Perform well for us and we will offer opportunities
and commensurate ratings in return. Perform poorly and the consequences will follow. As
a leader I stick to the “praise publicly, admonish privately” mindset. I think that it’s
important that employees see that they’re being recognized for their effort. We all
appreciate that, I think. I would never embarrass anybody by calling them out in public. I
think you create disgruntled employees that way and bad employees don’t produce great
work.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
I would say micromanaging, but what does that really look like in telework. You have to
be intentional about communication to some degree. There’s a thing about building
rapport and trust, but how do you accomplish that effectively without intentional
communication. I guess micromanaging is somewhat fluid depending on who you’re
managing and how much communication they appreciate. I guess this is where you run
into a bit of contention with roles and responsibilities. Teleworkers appreciate autonomy,
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yet you would be a fool to sit in the dark until a project is delivered. In the office, we
micromanage to some degree. We may take a peek outside of the office to check up on
someone. If we see they’re not sitting at their desk, we may stroll around the office to see
what’s going on. We can look out and see if our employees are engaged. You lack that
ability with telework so you either have to call, email, or otherwise get in contact with
your teleworker. Sometimes we send emails and wait to see how quickly they reply. If
they don’t reply within a predetermined timeframe, it’s easy to assume they’re jacking off
somewhere at home, not working. If I’m receiving emails and phone calls throughout the
day from a teleworker, my assumption is that they are engaged in their work but if I have
to reach out to them, who knows what I might think. I then would feel inclined to contact
them to see what they’re doing. In a sense, that’s micromanaging their time, being less
concerned output as I am about what they’re using company hours for. It’s a slippery
slope and I would say that is highly ineffective use of your time as a leader and for the
teleworker.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
Well, I think transactional leadership is what it is. You perform well, you advance. You
perform poorly and you don’t. Plain and simple. I’m looking for output. I want quality
work. I don’t want to have to track you down for a status. I have my requirements
outlined and if you operate within that window, then I’ll trust you with high traction
projects that will help catapult your career. If I’m constantly having to correct you, check
up on you, and so on, I’m not going to want to advance you into a more demanding role
or project. Nor will I feel inclined to offer you more money or more flexible hours. In
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fact, you may lose your ability to telework altogether. Flexibility is key though. Staying
within the construct of my requirements, I find it important to know your employees and
their needs so that you can adjust to support them. I had a supervisor a long, long time
ago that really rubbed me the wrong way. She said, “This is how I’ve always done things
and I’m not going to change that for you.” Wow! I learned quickly that I would never
treat my employees that way. What a terrible example of a leader. It was very difficult to
advance under that type of leadership because I had very little support and a lot of
criticism. You can’t do that to your employees if you really want a high functioning team
that works well together.
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
Just that communication is tricky. It should be intentional and meaningful. We get the
intentional part but we often forget the meaningful part. If you’re just calling people to
make sure they’re not jacking around then the communication is bothersome and
degrading. You have to figure out what your employees need in terms of communication
to maintain a healthy team.
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
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The biggest thing is communication and connection. Output is output so there’s nothing
to change there. I put highly qualified personnel in telework, not typically new people so
output is expected on a more advanced level in the telework arena. Communication
however needs to be much more intentional for the sake of networking and rapport.
While these employees are proven capable, there is always an opportunity to grow and
much of these opportunities are passed on through casual conversations that happen
organically. If someone is in the office when an opportunity arises, they are more likely
to get it because they’re there, visible, and pop into mind. Those in the telework
environment are a bit easier to forget. I have to be intentional about keeping up with them
and keeping them in mind so that I don’t skip them over just because I can’t see them. A
lot of times too, these opportunities are not one-directional. There may be opportunities
passed around from another team or supervisor that could benefit my employees, but
often teleworkers never hear about them. You can’t keep up with everything so
unfortunately, I do think teleworkers miss out on more just because they’re not physically
present. In that way, leading teleworkers is different that office staff.
Follow up question 1: How effective were the adjustments made to accommodate the
virtual work environment?
I’ve not had any issues so far. The morale is good and production is good. We have not
had much of a turnover due to unfavorable work conditions. In fact, turnover is pretty
low. I would say that means the approach is effective.
RQ2b. How did teleworking employees respond to your leadership approach?
“They are very responsive as my approach is highly based on them.”
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RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
Again, it’s just about being flexible. I meet with every team member regularly to talk
about their needs, goals, etcetera. It’s important to know your employees so that you can
properly lead them. It’s even more important with teleworkers because you miss those
important informal conversations where you get to see their personalities and share
information. You lose a lot of that personability through telework. It’s difficult to
network and share ideas so those types of meetings are very important. In that way, I
suppose the teleworker sets the tone in a lot of ways for how I’m going to approach my
leadership with them. If they would rather work autonomously and are capable of that, I
won’t bother them too much. If they enjoy conversation and need more interaction then
I’ll be more inclined to make contact and so on. It’s not just about personality, but also
about performance. If they are doing great then no need to bother them. If they are not
performing well or I can see problem that is likely to arise, I will be much more
intentional about conversation.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
It helps by making sure employees are not forgotten and that information is shared. It
helps to maintain good rapport so that the teleworker enjoys working for you and sees a
future in the company. That helps with performance and ultimately advancement for the
employee.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
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“No.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
I found that leading teleworkers through career advancement to be different than leading
employees I can see daily. The main difference is the informal conversation and the outof-sight, out-of-mind issue that we run into with teleworkers. Intentionality in
conversation and inclusion is a must. Sometimes it’s hard to know how well the
teleworker is doing in areas outside of performance metrics. I don’t know if they’re
enjoying their job or if they are considering leaving. I don’t get to see their face daily to
gauge their mood so a lot of times, I hear things when it’s too late. If a teleworker has
made up their mind to quit, I would never know it until the day they turn in their notice.
This is where intentional communication comes into play.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
I try to make myself as present as possible for the teleworker. I try to let them know that
I’m here and that I care and value them. I walk a fine line though where too much
communication seems overbearing, but not enough seems dismissive. It really depends
on the employee, I guess. I always try to be as flexible as possible in my leadership
approach so that I can support all types of personalities and situations.
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RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
I think it helps career advancement for the teleworker by giving them an avenue to
discuss and plan their goals and strategies. If someone tells me they are looking for more
meaningful and challenging work because they want to grow, then I will seek out those
opportunities for them. I always try to make time for phone calls. It can sometimes take
up a lot of my time because sometimes people just need to vent their frustrations or talk
about anything else. It could be getting clarification on a job assignment, discussing
goals, or just chewing over the weather. Either way, I try to be as personable and
available as possible.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“No. I think that’s all I have.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – A3
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
Oh boy. Well… I think there are a lot of things we do that are effective and we just don’t
realize it. It’s like asking someone the break down their daily behaviors to find the one or
two things that made the day good. I guess that’s why people do studies like this, huh?
So, I think in all relationships, whether it be work or home life, communication can make
or break it. You gotta talk as much as possible. Not everyone is going to like it but it’s
what makes work relationships work. Like, how are you going to help anyone succeed in
their career if you don’t talk to them to help them succeed on tasks? To advance in your
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career you have to build up on the everyday things. You have to be good at your job. You
have to know what you’re doing. Right? So yeah, communication is a big one.
Another important thing we do as leaders is give good feedback. We have to let them
know exactly how they are doing. If they’re doing bad at their job, you have to let them
know. Allowing someone to continuously be bad is really the supervisor’s fault. If
they’re doing great, well, you have to let them know that too. You have to provide more
ways for them to succeed. Giving them more responsibility and work that’s going to get
them involved with important people really helps grow someone’s career. In our office,
we have mediocre projects that don’t require a lot of thinking and a lot of conversation.
All tasks are important of course but there are tasks that seem mundane and, well, simply
won’t get you noticed. Those tasks are usually reserved for people who are learning or
people who just want to collect a paycheck. Some people don’t have any desire to move
up the ladder so they’re perfectly happy doing those things. The feedback would be
something to the effect of, “You’re doing great with these simple tasks but it’s not going
to get you promoted.” And then you could ask if they want more challenging work.
They’re usually pretty good about letting you know exactly what they want. So I guess
those are kind of the two I would say ae pretty important behaviors for leaders to have:
communications and feedback. Also, assigning work accordingly helps put the right
people in the right places.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
I think I kind of touched on that already but just to reiterate…I would say feedback is
important. I guess that’s all a part of communicating. And, also passing out work to
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people with the appropriate skill and desire to perform well. I’m not going to waste my
time giving heavy weighted projects to people that can’t carry the load. That makes
everybody look bad. Not only are they not getting promoted but I might get fired for
horrible management skills. (Laughs). You really want to weed out the people who don’t
want to be there. We only have so much room for people to stay put in mundane roles.
We need go getters, people that are charged to succeed. That’s what our business is built
on.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
Again, misaligning work with improper skill level. That includes their motivation also.
Its really bad for everybody when that happens. Like I said, if it’s a matter of
inexperience…that can be fixed. You can’t fix a bad attitude towards work. Being
content and having no desire to advance isn’t necessarily a bad thing, but if you let that
turn into a bad attitude and laziness then it’s like a cancer that spreads throughout the
organization.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
I think it’s helpful because it puts the right people in the right places. It puts the stronger
people behind the heavier projects while weaker performers carry a lighter load. Those
carrying a heavier load will move quickly up the ladder. They will learn more. They will
have more opportunity to network and rub noses with people who make decisions. They
will gain trust and may even be asked to help make some of those big work-related
decisions because of their firsthand knowledge and experience.
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RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“No. I think that covers it.”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
Only to the degree that I have to. What I mean is that I don’t have two separate ways of
leading. I am a certain type of leader and that’s based on my experiences and beliefs. I do
what I believe is best depending on the situation. I’m not one of those leaders that believe
that my way is perfect and that I don’t have to change for anybody. Actually, I like to
think that I am very flexible and that’s what makes me a good leader. I like to be versatile
so that I can be effective in a variety of situations. You know. So, in a telework situation,
some things that I value as a leader look different in the way that it’s carried out.
Communication for example, I have to make it a point to reach out each day to
communicate with my team. In the office, I walk in and greet everyone. We have regular
staff meetings where we spend time at the front and back ends to talk casually then we
get to business. We see each other. We smile are each other. We compliment and praise
each other. We can see when someone is having a bad day and we can take a minute to
encourage each other. Those things are missing with telework. You can’t see people and
vibe off of each other.
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Laughter is minimal because nobody’s around to crack a joke. Nobody wants to get on a
teleconference and crack a joke. It’s too formal. You get on, talk business, and get off.
Especially if you’re in mixed company with people outside of the team. If that situation
were to occur in person, there’s still more opportunity to make small talk because you can
talk individually as opposed to a teleconference where you are live and speaking to
everyone at all times. You’d have to send a private chat or something to communicate
privately in that group setting and even then, it’s not talking. It’s typing. An “LOL”
doesn’t ring the same as the sound of actual laughter. You know. It doesn’t have the same
effect on building good work relationship with coworkers and rapport in the office. That
obviously has a huge impact on performance and job satisfaction. When people like
where they work, they like to work. That’s what I always say.
RQ2b. How did teleworking employees respond to your leadership approach?
Nobody’s ever told me if they liked, or disliked, me as a leader. If I’m basing my answer
on behaviors and performance, I would say that they are responding well. I have guys
that are shooting up the ladder and are performing really well. I also have people who are
not moving up the chain very fast, or at all. But, that’s the beauty of organizations like
ours. Promotions are competitive and everybody gets to move at different paces. If you
want it, you gotta work for it. And, when you work for it, the chances are, you’re going to
get it…eventually. If you don’t really want it, trust me, it’s not going to be thrown into
your lap. We have very little performance and personnel issues. Turnover is generally
low so I take that as a sign that people like where they are. As far as telework goes, the
pandemic gave everyone a chance to experience it. Some people love it and some hate it.
Younger guys, your millennials and younger are all onboard with telework. Older folks
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seem to enjoy the office more and are really wanting to return. I think that has to do with
comfortability more than it does my leadership approach, but that’s just an observation I
made. I would say that since nobody is really wanting to run away from telework for
reasons other than personal preference, I could assume that my approach to leading
teleworkers is intact.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
Hmm…. Well, this is where feedback is really important. I always ask my team if they
have feedback for me as a leader during annual and semi-annual performance review
conversations. This gives them the opportunity to tell me how well I’m leading them and
if there is anything I can do to better support them. Now, I’ve gotten more feedback than
I originally expected. People do speak up if you give them a platform. With telework,
I’ve found that I’m getting more feedback. It could have something to do with the fact
that it’s more comfortable to make requests when it’s not face to face. I don’t really
know. But, they will let me know if there’s a project they want or an opportunity they’re
seeking. I had one person tell me that he appreciated being able to work autonomously
and asked me if I would give him a chance to prove that he could do so. I was okay with
that because that’s what I actually hope for. I need a team of people that can take a task
and run with it. I want them to be able to be creative but also meet the criteria. It takes a
huge load off my back when I don’t have to hold everyone’s hand.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
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It allows…well not only allows, but demands that people take responsibility for their
career growth. If you want it, you gotta speak up and work for it. I can help you. As a
team lead, I have some ability to align opportunities with the right people. But, I can’t
help you if I don’t know what you want.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“Nothing really.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
Yeah, now that we talked a little, I’m realizing how much of a challenge we deal with
when people are removed from the office. The main thing being the loss of personhood
and authentic relationships. There’s very little you can do to replace that. I mean, we have
technology but that really only goes so far. How do you replace a handshake? How do
you substitute a smile or a moment of encouragement when someone needs it? You can’t
really. At least, I can’t think of any good way to do it. It makes the relationship between
office members really stiff. You gotta find a way to break that down and become real
people again…not just a face behind a monitor or a voice on the phone.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
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Well, before the pandemic we would have occasional informal lunch meetings. No work
talk, just people eating together. Of course these meetings are not mandatory but I’ll tell
you, people show up. People want that interaction. They want to know that they are a part
of the team. They want those relationships. More routinely, during weekly staff meetings
we always take time in the beginning to talk casually and crack some jokes. I try to make
it as comfortable as possible so that everyone can come out of their shell. It helps, I think.
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
It goes back to what I said before. You have to be able to talk to people. You have to
know your people and what they want. Building relationships is really the backbone to all
of this. It makes people comfortable. It creates trust. It makes a way for feedback. It helps
weed out the people that don’t really want to be there. It just makes the team stronger.
For each person on that team, it gives them a platform to communicate their wants,
struggles, and all of those things. That’s necessary if you’re going to work together to
build someone’s career. You know.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
Man, I don’t think so. I think we talked about everything.
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
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with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – B2
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership styles and behaviors were implemented that perceivably supported
the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership styles and behaviors did
you find were the most effective?
Really, delegation would be one of the biggest. It works really well when you have
people that are self-sufficient and I don’t think it works as well when you have people
that aren’t…It works for us because you’re not there and people are reluctant to call into
the job all the time to ask for help, so I think that was probably the biggest.
RQ1b: Within the construct of your leadership approach how would you respond to both
positive and subpar performance by your teleworking employees?
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You respond to it the same. You have to use the phone more and tools like video
conferencing. It’s really easy to sit at your house and shoot off an email and that’s the
wrong approach. I think that’s fine for the good stuff but I think that’s really poor for the
negative performance to provide feedback. I think you have to be careful with that. One
of the things that I actually do, because you know the nature of our work, people will
give you crappy documents that you have to give back all marked up…I won’t send them
a marked up document to stew on until we have a conversation first. I’ll say, “I’m
sending you this back and I do want you to look at it. Here’s where I’m coming from
with it.” And then we’re going to talk about it, and we’re going to use this tool [video
conferencing]. I don’t just shoot it back because then they’re going to stew over it. I
always try to have the conversation first. Normally if you were in an office you’d just
give it right back to them and get right into all of it.
For positive performance, is there a system for recognition and reward?
I don’t have any control over our formal system. In any event, it’s no different from the
telework environment. It’s an award system. I can put somebody in for an award and
they’ll get it, but that’s independent from the way we work. But for telework, we have a
team meeting on video. Other teams use the phone but my team likes to do it on video
because they like to talk and connect, so if someone does something really good I like to
point it out to the team. I also point it out to them personally; I tell them. I like to do more
of that now because people are more disconnected. It’s really stuff I should have been
doing anyway, I just think about it more now because you don’t really have that
opportunity to be in a group.
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RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
You cannot really overly manage somebody. I don’t want to say micromanage, that’s
bad. That’s not effective anyway. I find it very difficult to be very prescriptive and
directive, and I need to do that sometimes because we have inexperienced people. I find it
difficult because it’s difficult to communicate. It’s a lot easy to communicate and give
feedback when you’re face to face and you can tell if somebody’s getting it or not, so
when you’re being prescriptive, “no, this is how this works,” and you’re doing some type
of training thing, you just don’t get that feedback, even over these tools. You just can’t
tell if somebody’s getting it or not, so I find it hard to be prescriptive, so you have to lean
on, “okay, you’re in charge of it. I mean, I can’t do for you.” I find that more difficult [in
the telework environment].
RQ1d. In your opinion, how did the leadership styles and behaviors you implemented
support career advancement for the teleworker?
I’ll ask people, “What exactly do you want? What do you value? Are you looking to be a
contracting officer here? Do you value autonomy?” I value autonomy and I’ll tell my
boss that every time. “You’re going to make me happy if you leave me alone.” I used to
think everybody valued that, and that’s not true. A lot of people want to be just told what
to do, know what the expectations are, and be done. So I always try to figure that out. I
have that conversation. “What do you value? What are you looking to do? How
independent do you want to be? What roles do you want to take?” And then you try to
structure that when you make workload decisions. We have people that want to get
promoted too, and that’s competitive. You need bullets; you need stuff to do so I have to
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pass out the workload that way. If someone is content, “Hey, I just want to sit here and do
my job, I don’t care if I get promoted.” Well, from the work assignment, this is kind of
high visibility so you’re going to give it to somebody else. That’s just part of it. It’s the
same whether you telework or not telework. You need to do the same things but
[teleworking] really forces you to have to reach out to somebody. It’s not going to happen
on its own. In the office, you have the opportunity walking past each other to say, “hey,
something came up.”
RQ1e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“Nothing to add.”
•

The second set of questions pertain to the differences between leading teleworkers versus

those onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree did you adjust your leadership approach with teleworkers as
opposed to onsite employees?
I think with teleworkers, it’s easy to be out of sight-out out mind and so what I try to have
to force myself to do is reach out to the people who you wouldn’t hear from otherwise.
There’re people that just do their work, and you get it, but you don’t really interact at all.
And they need that interaction, the people that do that, and a lot of them want that
interaction but they are certainly not going to initiate it. So I think it’s important to
initiate that interaction with people to get feedback or really just to reach out and say,
“Hey, I see you’re here and I value you.” It is EASY EASY EASY to forget about
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people, until something happens or they haven’t done something and an issue comes up.
People can sit there and do nothing for a really long time and it’s easy. (chuckles) And
that’s really hard to manage. I think where you need to be is manage outcomes. Here’s
your assignment, here’s your outcome, here’s your thing…and manage it that way.
XXX who teleworks told me the story that he’s supposed to be a VP; I’m supposed to be
in on everything. They have these pop-up meetings and I’m not there, I’m not involved.
He couldn’t be effective in that position. It just wasn’t for him so he’s now a consultant
for another company.
RQ2b. How did teleworking employees respond to your leadership approach?
I would like to say “fine” I think. They don’t tell me if not. I think it all boils down to a
communication thing. Communication is more difficult if people are not willing to reach
out. I used to telework 2 days a week in this job but I quit teleworking for a really long
time because nobody would call me. They’d be like, “Oh, he’s teleworking today,” and
they wouldn’t call me. I’d come back to work on Friday and I telework on a Tuesday, and
I’d have people lined up. I asked, “why didn’t you send this to me the other day” and they
were like, “Oh, I didn’t want to bother you when you’re teleworking.” I was like, “No,
I’m working. You pick up the phone.” And so, I thought that was really bad. I quit doing
it for that and other reasons. And then of course we had a forced similar situation and I’d
like to think that I’m effective. I mean, I hope I can do it now. I think they respond pretty
well. I hope they respond pretty well. But again, that’s the only real difference I see is
just that communication. I try to be cognizant of how each person wants to be
communicated with, but I think they respond well. They might say differently.
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RQ2c. In what ways do teleworkers contribute or participate to the development of your
leadership approach when it pertains to their career growth strategy?
I don’t think teleworking makes a difference from my perspective. I think it’s the same
which makes it pretty easy. You ask them what they want and what motivates them and
you try to accommodate that in your leadership style. So I don’t think that’s different
between telework and not telework.
RQ2c. Overall, how did this approach to leading teleworkers support career
advancement?
I think for the most part, they are more effective than not doing it. I don’t think it’s as
effective as being in person. I think you do lose. Between the advantages and
disadvantages, I think there are more advantages to being with the people with the
feedback you get. I think it’s easier. Probably because you’re used to it.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
In terms of advantages or disadvantages to telework and career growth, I think in this
environment with everybody teleworking, everyone’s in the same boat. The mandatory
teleworking levels everything. I don’t think you can say there is an advantage or
disadvantage because everybody is in the same boat. In general, just in my experience,
out of sight-out of mind. I think that’s a real thing. If the boss doesn’t see you, I think you
have bigger hurdles to overcome for self-promotion, to shine. If you say I want to get
promoted, I want to do this, I want a bigger project… If there’s a whole bunch of people
sitting in a room having this conversation and you’re on the phone, its different. It really
is.
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•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
I think it’s the communication. I think communication is harder. It’s a little more
impersonal. You have to make a decision to do it and some people are really good at it.
Some better than others. I prefer when people reach out to me. Employee XX does a
really good job at it. He reaches out to me and says, “This is what I have going on.” And
initiates the conversation. You get that so much when you’re face to face because people
will bring it up just when you’re having a conversation. It’ll naturally happen. These
conversations generally don’t go to that. You generally pass information. You just not
sitting there talking. Right. You can say how was your weekend but it doesn’t naturally
evolve into “hey, what kind of opportunities are available?” The conversation from my
experience just doesn’t naturally evolve to that. I have to think about it and say, “Hey, I
need to talk to somebody this because there’s just not the opportunity.” When you the
office, someone comes in and shuts the door it can come up and just naturally say, “Hey,
do you think you want to do more or do you want to do this.” It just hasn’t happened [in
telework].
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
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By the nature of our work, because we produce documents and do a lot of peer-reviews, I
try to make that more robust. I try to do that to encourage the team to help each other
more. And I need to start holding the team more accountable for that because people are
getting a little bit lazy helping their coworkers. They’ll review stuff but they’re not doing
the same review that they would want performed for them. I find that a bit challenging.
I’m getting some stuff that I shouldn’t be seeing and it’s like hey, it’s been peer-reviewed
twice. Really? Well they didn’t do you any justice. Teamwork in person is a little bit
stronger. I think they support each other more. I mean, they’re all in the same boat too.
They don’t want to call and bother each other. I’ve heard them say, “Well, I don’t want to
bother anybody.” I just don’t think it’s as strong. I think it started strong but we’ve had
some additions and subtractions and integrating people is the biggest challenge. I HATE
IT. IT’S HARD and I DON’T LIKE IT.
RQ3c. How did your methods for overcoming challenges support career advancement for
teleworkers?
Well, I guess it would be up to them. There’re things you can do but for the most part, it’s
up to the employee. Right. My approach to it is to find out what people want and try to
work towards that and give them as many opportunities as I can, but they have to take
advantage of that. So, to me, I think career advancement is about giving people
opportunities to advance. And in this case, I think it’s there because there’s a lot more
autonomy so for stuff like that, you’re responsible. It’s yours. It’s set. So, manage it that
way. We have a structure too where I can give opportunities, but I have no decisionmaking authority when it comes to advancement. That is very centralized.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
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In terms of reaching out and talking to people, with these experienced people, they should
be reaching out on their own to do that. So, I will sit there and if I have newer people that
I know will need help, I get specific. I had a contractor that I gave something to the other
day and I told them, before I had them dive into the weeds, I said, “do this, this is the task
that needs to be done and go to.” I gave him two people for assistance and I copied them
so there’s none of this “I’m sorry to bother you.” I try not to be directive to them on it but
I want everybody to notice that this things going on and you guys are going to have to
essentially conduct training. I try to set that expectation that you guys are kind of working
on this together.
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – B3
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
Communication. Keeping in touch with everyone. Making sure that I either email, or if
the opportunity allows, to call. If the opportunity was there to either send and email or
call, I would always call first to get everybody used to that.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
Positive performance, I try to praise openly so that others can see best practices. I try to
do that as a team or individually. And then for subpar, I’ve had to have some private
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conversations about those things and I try to keep it private with a phone call and just
explain what my intent is. I do think that with leadership just in general, if you explain
your intent and what the end goal is then it helps the purpose that you’re trying to
achieve.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
I haven’t really had anything that would least effective. It’s really geared toward the
attitude of the individual. I don’t think it’s just clustered toward teleworking. It’s based
on individual attitudes. So, if I was approaching someone with a poor attitude, which I
did a couple of times with people that just get discouraged in a teleworking environment,
I just give them all of the great things that we’re able to do (chuckles) because of
telework and just try to foot stomp the positives.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
Career advancement is more about output. What product are you putting out? Especially
in the contracting career field, you can tell when somebody is not doing their job. When
that ball drops, it’s pretty loud. In that regard, I don’t think there’s….well, I don’t know. I
don’t think it weighs that much into advancement. It definitely hasn’t hindered me in
advancement. I’ve even changed jobs in the teleworking environment from one
teleworking situation to another. So that’s… and I think it’s leadership styles in general,
it doesn’t change that much. If there’s a micromanager in the office environment, they’re
going to be a micromanager in the teleworking environment too. And, probably more so.
And it’s also for the other side of that. If you have a supervisor or leadership style that’s
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very hands off and you don’t really talk to your employees or have face to face contact
with them in the office, you’re probably not going to do that with them when you’re
teleworking. So (Chuckles) I haven’t really seen that much change. I haven’t seen
anything hinder anyone from getting promoted.
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“No. Probably won’t be able to remember what I said.” (Chuckles)
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
Well, I think the leadership starts with who you’re leading. For me, when I lead, it just
depends on the people that I’m leading. If I have a person that needs contact then I’m
going to have more contact with them regardless if it’s in the office or teleworking. And
if there’s people that like to work a lot more independently and not be bothered, then I’m
probably going to do that in a telework environment as well. But I’ve also gone to great
lengths to let them know I’m here. “Hey, you may not need me but I’m here if you need
to talk about anything, vent, or whatever.” Just to let people know they’re not alone
because sometimes it can be a little lonely in the teleworking environment.
RQ2b. How did teleworking employees respond to your leadership approach?
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It’s gone very well. Even from peers and those that I lead, it’s gone very well. I have
taken a very proactive approach. If I’m in a meeting I can tell from voices if someone has
been given a task if they understand or don’t understand what the task is. And, I’ve been
very successful with emailing that individual later and explaining more on a one-to-one
environment how to accomplish the task that they’ve been given. It’s worked very well.
I’ve been able to gain their trust and their output is a lot better.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
In what we do every day, it goes on to what they’re doing. What are they doing every
day? What’s their function? What’s the output of their job? I don’t think teleworking has
a ….. So my team is spread all over the United States and there’s one particular
individual who comes to mind when I think about this. It’s not about teleworking, it’s
about willingness. It’s an attitude and if you have a willingness to learn…And I’ll just
throw this out there. If you’re in an environment that’s mostly women, don’t take
everything personal. Our voices fluctuate, we say things differently and if you’re taking it
personal and your feelings are hurt, we probably need to talk offline to make sure there’s
no misunderstanding because that can be a huge challenge in teleworking. So far, it’s
been good (Chuckles) and I do have a team of all women. We’ve had a couple of little
snags but nothing that lasted very long.
RQ2c. Overall, how did this approach to leading teleworkers support career
advancement?
One of the biggest differences is appearance, because people do look at appearances.
How someone dresses would play a part and in teleworking, none of that stuff matters. In
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that regard, I could see where that would be a difference and it may even be nice because
it’s an even playing field. I don’t have any complaints about the teleworking
environment. There are challenges but there’s nothing that I haven’t been able to
overcome yet. It’s been really nice.
RQ2d. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
Yeah, I’ll add this. I think that whenever people are working together and you’re with
that group of people all day long, some of your personality comes out and there’s a lot
more of yourself that people may love or not love. It may not have anything to do with
their professional output or what kind of employee they are, but it says something about
the kind of person that they are. You don’t really get to see what kind of people they are.
I haven’t met face-to-face one person on my team. (Chuckles) I’m waiting. I’ve only seen
them on camera. It’s been fascinating to go that route and have the relationships that I do
because it’s nerve-wracking when they see me. First, you put in your mind what people
are like or what they look like and then you see them face-to-face and you’re like “hmm,
I’m not sure about that one.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
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Some of the challenges are understanding the intent of whose delivering the
message…who the speaker is. I’m talking about email and all kinds of communication.
Knowing where they’re coming from, Sometimes the tone of an email, or even the tone
of their voice on a call can really throw things off. You have to be extremely deliberate
about clarifying and I’ve changed the way I communicate to be much clearer whenever I
am working in a teleworking environment. Which isn’t a bad thing.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
Another thing I did was pull two people together who have worked together for year…I
wasn’t a part of the group. They didn’t know much about me. I’ve only been there for a
short time. I had to get out of my comfort zone to develop those relationships with
people. When confrontations happen, it’s sticking with it to a good ending instead of
getting off the phone mad or sending an email in all caps. It’s just the attitude that can
show through those nonverbals that are missing when it comes to an email. There have
been some challenges but we stick it through and we figure it out. [finding resolution,
being intentional about tone, clarifying misunderstandings]
RQ3c. How did your methods for overcoming challenges support career advancement for
teleworkers?
It develops your leadership skills. I think if you can communicate in a teleworking
environment then communicating in an office environment should not be that difficult.
But, maybe it is. Maybe there are people that a little bit more brave when it when they’re
in the comforts of their home with their pets around. I think that teleworking can make
the skills that you need for career advancement stronger.
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RQ3d. Before I conclude the interview, is there anything else you would like to add?
“Nope. No. I don’t have anything.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – B4
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
Umm…probably just being able to understand what they need to succeed. That’s pretty
centered on talking about what their goals are and how they can get to where they are
trying to go. In my experience, people who want to see success will let you know what
they’re after. The one’s you have to force the conversations with don’t really want it that
much and its just a huge waste of time. I’m a believer in having an open door policy
where people can talk to me by phone or email whenever they need something but I do
not believe in chasing people down to figure out what they want for their future. They
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have to be self-motivated. What I rely on as a supervisor in telework are tasks and how
they’re working them. I know sometimes people are shy and that might hold someone
back from having conversations and asking for growth opportunities so if I see someone
performing better than others, I will give them a call and ask the question. You know?
Like, what are your long term and short-term goals because I recognize growth potential
in your work. That type of thing. Moving up the ladder is kind of a self-endeavor in my
opinion. I will support you as a leader and help you find opportunities that will help you
along your journey but you have to take the initiative by putting out quality work
and…or… letting me know if you’re after something specific.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
Easy. If you’re great then I will be a champion for you. I will help you get to wherever it
is you want to go by giving you every opportunity I am able to. That means sharing your
name and work, introducing you to people, making recommendations on your behalf, and
giving you important projects that will help your career pick up steam. If you aren’t great,
well…we’ll be having some private conversations about how you can improve or
possibly moving along to a position elsewhere that matches your skillset.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
I can’t stand having to babysit and micromanage people. If you’ve asked for a job, you
should be able to perform it. Of course there is room for training and learning new things
and processes, but I’m not holding your hand. I simply don’t have time for that. Anyway,
I don’t know who would want that from a leader. I mean, I wouldn’t. I would feel
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insulted in I were being micromanaged so yeah… that’s what I would call the least
effective.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
Well, it works because people can take care of their own careers. I am here to support
you, not build it for you. I love to see people really succeed when they’ve gone after it
with everything they got. That doesn’t mean they have to do it alone, but THEY have to
do it. Leaders help with guidance and opportunities, but the work comes from them.
Success should be a huge driver, and I am convinced that this mindset requires them to
work hard for it.
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“No. I think this topic for me is pretty cut and dry. Do a good job and speak up!”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
The only thing I can say that looks different is the way we all communicate. There’s
obviously less facetime so we’re using technology more. Some people think that
technology based communication is bad, per se, but I actually prefer it. I think having less
communication suits my taste better but I know that’s not how everyone is. We have our
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regular team meetings and we get to talk and goof around a little bit there, but other than
that it’s all business. I think people appreciate that in telework because there’s already
enough going on. I don’t think people want to be bothered. I’m always on if someone
needs me but I’m not calling just to chew over the weather or check up on you. We can
do that briefly when we do talk about work-related things.
RQ2b. How did teleworking employees respond to your leadership approach?
“I think they appreciate it. It works great for us. We have a solid team and everybody feels
respected and trusted to get the job done without being bothered.”
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
Like I said before, if they want it they have to let me know. We have infrequent one-onone meetings to talk about these things, usually during feedback sessions. I am not in
your brain so if there’s something on your mind that pops up between these feedback
sessions, you have got to let me know…otherwise it’s lost. They let me know and I will
do everything in my power as a leader to help them along. It’s different for each person
because success means different things to different people.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
It helps by giving the people who really want to succeed a fair opportunity to do so. It
always really bothered me when I see people who could care less about moving up in the
company but have a go-getter supervisor who basically force feeds these opportunities to
them. It’s wasted and the people that really do want it have to compete with people who
could care less. I’m not forcing any opportunities on anyone. I don’t think it’s fair to
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create competition with people who don’t have the motivation to ask for it or who don’t
really want it but just don’t want to say no and look bad.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“Nothing.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
Because of my preferences in leading teams, I personally did not find leading teleworkers
to be challenging. Some things are different, but I wouldn’t necessarily call it a challenge
or a detriment to the individual. I’ve been doing this for a long time and I find that
leading teleworkers is a lot less stressful and much more productive than being in the
office.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
NA
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
“I mean, it’s pretty much the same as the last set of questions.”
RQ3d. Before I conclude the interview, is there anything else you would like to add?
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“No. Thank you for letting me share my opinion. I hope it helps with everything you’re working
on.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – B5
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
(Laughing)… I’m sorry. I just feel like this question is so hard to answer. There are so
many ways to lead people and so many personalities that I just don’t see any one strategy
as being the best. My strategy is to be responsive. I don’t have a set leadership plan. I
begin structuring it upon meeting an employee and learning about them. In telework it’s a
little difficult because you don’t get as much time with each employee, but I still make
time to speak with them and learn about what’s important to them. I’m VERY VERY
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VERY fluid in my approach. I believe is responding appropriately to support and lead
your employees is the best method.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
There’s an understood standard of how we do these things. Corrections should be done
respectfully and kudos are passed around in public. Again, I respond to people so if
someone is struggling I think empathy and training go a long way. I just hate to see good
people leaving because they made some mistakes and didn’t get the training and empathy
they needed. Honestly, it cost a lot of money to hire and train new people. You may as
well try to build up the one’s you have. If someone is succeeding, well hey, that’s great.
Just let me know what you need from me.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
“This is just like the most effective question. I don’t think there is a least effective. It depends.”
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
I think because everyone is different, you can really make leading individualized and
personal. I think that strengthens rapport and trust and really helps you work well
together as a leader and employee team. I feel a great deal of person success when I’ve
helped my employees gain within the company. I think we should think of our job as a
partnership with the employee and with the organization. It’s kind of like you’re the glue
that keeps everything together. When you look at it that way, it makes you really want to
get to know your employees and be the partner that they need for everyone to benefit.
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RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“Umm… no.”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
I have to adjust the way I create relationships with people. I’m a huge people person so I
always want to know that my team is doing well and enjoying what they do. That’s
important to me. I try to emphasize personhood because we are inundated with emails
and electronic communications. I put a great deal of effort into making sure my team
knows they are valued and have an outlet if they need it. I need them to be able to let me
know when they need something because angry and overwhelmed employees are not
consistently productive.
RQ2b. How did teleworking employees respond to your leadership approach?
As far as I can tell they all either like it or have accepted it. (Chuckles) I mean, I’m not
entirely sure. We have tons of informal communication and formal communication. I
think there’s a healthy balance. Productivity is good so I suppose it’s not a problem.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
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They actually direct a lot of it. You can’t take away my personality or experience, but I
let them tell me through verbal communication, how well they’re working, and through
their personalities. I do try to really gauge each person to figure out how to best support
them.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“I don’t have anything else.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
“No real big challenges. There are obvious obstacles with communication and trying to keep
strong professional relationships, but you can either find a way around them or let those things
defeat you.”
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
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I just try to pay more attention to communication and the relationships within the team,
both laterally and vertically. If there is an area that needs attention, I give that to it. It
helps to normalize telework and decrease those feelings of isolation and being invisible.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“Uh, no. I don’t think I do.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – C1
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
Probably a virtual participative leadership strategy, which encourage cohesiveness
through togetherness. I make it point to get involved in the group activities to lead from
the front, but I welcome creative solutions. With this strategy we build trust in the team,
increase morale, but also give them a glimpse at leading.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
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Ummm, I think the overall response or approach to both positive and subpar
performances are the same. We want to help sustain the positive performance and correct
or mitigate the subpar performances. So, for the positive performance I make sure to
praise in the public and allow them more responsibility also some flexibility. Now with
subpar performances I try to make sure I can understand what the root cause of the subpar
performances. If it is just lack of knowledge, then I do what I can by getting someone to
help bring that individual up to standard, but if it is due to attitude or lack of
accountability then more drastic steps are needed.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
The least effective leadership style and behavior is that of totalitarian or authoritarian, I
am not sure if they are the exact same thing, but to paraphrase the kind of leader who just
bark out orders attached to the “or else” sentiment and is often ready to show the pecking
order. In the virtual environment that does no good, because it puts a bad taste in the
subordinate’s mouth and it doesn’t show them they are valued, which I think is crucial in
a teleworker.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
With participative leadership I think by leading by example and making the team part of
the creative solution process I encourage to take small steps in becoming more and more
of a leader themselves, which is annotated on their appraisal and help their own career
advancement.
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RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“No, I think I am good.”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
I know many leaders would say there is no different and they probably have this perfect
leadership approach that is one size fits all. That is not the case for me, because the way I
go about teleworkers and onsite employees are different. For teleworkers I make it a
point to only have meetings when necessary and to have realistic expectations on
availability. Using these same two points for an onsite worker it is very easy to see them
in passing and ask if they have moment for a quick informal meeting and the expectation
of their availability is different since we are staring each other in the face.
RQ2b. How did teleworking employees respond to your leadership approach?
“From what I can tell it seems like they appreciate me making sure they are involved and
respecting their time when they are teleworking.”
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
It allows the teleworker to be as involved as they want, while being able to award them
with greater responsibility. We have morning meetings Mondays and Wednesdays, which
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allows us to set and monitor goals to include those of career growth. We use the
appropriate channels of communication to plan and execution of the plans.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
Yes, I think the approach does well in supporting career advancement, but it does take
work and it does take initiative. Just the same all the great work that teleworkers
accomplish can just be considered standard or even overlooked if the transparency in
communication is not there.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“Thank you. I have nothing else to add.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
Honestly, I think one of the biggest hurdles or challenges is remaining fair and available
to both my teleworkers and onsite workers. I would be a liar to say that it is not easier to
build a rapport with those individuals I see every day, but just because it easier doesn’t
mean to don’t have to put the extra effort in those under me that telework. So, when it
came to career advancement strategies we looked at three important things to help me
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help them track and document the great they are doing. Those three things were
communication, trust, and attentiveness on all parties involved.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
“With us making sure to focus on the three things communication, trust, and attentiveness it has
even the board when it comes to awards and promotions between teleworkers and onsite
workers.”
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
I think just by making the informed and conscious decision to recognize a different in
onsite and teleworks, but being flexible to adjust how to lead in order for both to be
successful within my organization have seen better results in career advancement for
teleworkers showing out of sight, out of mind is something to fight against, because
teleworking when done right can be a powerful effective tool for any organization.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“Nothing to add, just thank you for the opportunity.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
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with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – C2
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
In my profession you have to do 80 hours of continuous education for certification and
really we work with the defense acquisition university for continuing education. They
also have a platform for tracking their education and help maintain their certification.
That’s one way to measure their success or at least track it. Another way is, we have a
policy department that they record their trainings through so it’s a way for management
to know what’s going on as far as their continuing education. A more local thing is on the
job training to help them achieve their goals to vamp their skillsets. Teams training was
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very successful. In fact, Microsoft Teams was very useful is I wanted to walk somebody
through something they haven’t done before. It’s easier to bring it up on teams versus
bringing them to my desk or take them to another office where we can put something on
a larger screen to walk through it. So, I think the technology was helpful in some of those
ways.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
Positive, that’s really easy. Usually we’ll being in upper level bosses and send emails
with them on it, talking about “thanks for the great job,” or boost them up and give them
more credit for it. I really don’t need their kudos much at this point in my career but some
of the younger people do.
Poor performance can be a little bit harder, but I’ve done MS Teams meeting where we
discuss things that need to be corrected. We’ve done group performance feedbacks on
Teams with my boss. We’ve done them together with the entire group to discuss how
they could improve as a whole. I prefer MS Teams than trying to handle performance
issue by phone. We don’t always use video because some people don’t prefer it but I like
to use it because it gives a more personal touch.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
(Chuckles). Although I’m former military, I’m not a big fan of directional leadership
style where you’re micromanaging. I have a pretty mature workforce so I spend a lot of
time proving people with direction of where I want them to get to and let them go. If they
run into problems then I’ll get a little more directional or hands-on. I check in but I try
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not to get into every minute detail unless they need more or have questions, or I see
something going sideways. They’re pretty good at knowing that I’m leaving them alone
unless it’s something that needs to get done so they’ll come to me in a lot of cases where
they need me to jump in. They may be in a meeting with someone they can’t get their
point across to. That tends to be my leadership style, towards end goals, objectives, and
standards and letting them try to achieve them.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
Having them do continuing education online, if you really think about it, classroom
settings is where people typically get their education. We’ve flown to Washington D.C.
for training and even accomplished local training in the Denver area. That wasn’t
possible so if online training wasn’t available, it would have stifled people’s promotions
or ability to take on larger projects. Having those options through technology allowed
those people to continue to pursue their career goals instead of being blocked off until
they’re in the office. Telework allowed us to keep employee’s education and career
growth going during the pandemic and allowed us to keep our mission going.
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“No. I don’t think so.”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
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RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
You really have no choice but to allow them a little more freedom. You’re not seeing
everything that they’re doing. You’re just not monitoring the same way that you would in
the office as you’re stopping by their desk or they’re stopping by your desk. You do miss
that one-on-one, unofficial, causal type conversation. You can call them watercooler
conversations, whatever you want. You have to make more of a conscious effort to make
sure that you engage with them on those sort of subjects because it’s not happening in a
natural way as it would in an office situation.
RQ2b. How did teleworking employees respond to your leadership approach?
I think they responded well. They kept in touch. Our projects have continued to proceed.
Our people have managed to maintain their certifications to succeed. We have different
levels of certification, we had one complete their level 3 training that he needed to get
to…one of our junior employees. I think they adjusted just fine. This younger employees
is a millennial so the idea the idea of working remotely is not as intimidating as it was for
some of my older employees. They’re all intelligent professionals that work for me so
technology, they’ve been using it for a while with their jobs so that part was easy. Trying
to get employees to come back to the office after the pandemic will probably be more
difficult. You’re seeing that in the private sector already. Millennials are choosing to quit
rather than go back to employers who are not as flexible with telework. That seems to be
the ending of the covid pandemic.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
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One of the great things I got in this feedback from my boss—we had some availability
issues and people were hesitant to come to me because I was so busy—it allowed me to
adjust my leadership style. I started by letting them know that I’m never too busy for
them. My job is that. Letting them know that other people were using me and I wanted to
them to have great access to me, and knowing that I needed to reach out to them a little
bit more. They may not have gotten what they needed from me due to telework. I wasn’t
reaching the people I needed to reach so it was definitely an adjustment on my part to
check in a little bit more and to reach out and make sure I was available.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
I talked about increasing my ability to reach out to people and I think obviously because
of my position, I have a little more insight into what they need to do to advance to where
I am. So, I could try to reach out more and let them know in a telework environment, the
things I used to pass on during watercooler conversations are still there. I just need to
reach out and make sure those things happen and make sure they achieve those goals
whether it’s official through feedback or unofficial where I’m just checking in and giving
them advise ranging from 401K to professional growth. There’s a whole gambit of things
I could offer them just by checking in and having these conversations.
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“No, I don’t think so.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
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RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
I think when you’re talking about advancing someone’s career, it’s a bit personal. I think
through telework we miss the personal aspect of it. It’s hard to, even talking though a
video, it’s hard to be personal as sitting down and looking at each other. Like right now, I
can’t see your arms. You miss some of the body language and I miss some of that
feedback to me. You’re not getting that read on somebody’s morale or mood for the day.
Those type of things are important in leadership and helping people along the way and
supporting them. You do miss out on that with telework. That is a challenge.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
I’m not sure that I have always. I’m a pretty easy-going person. I try to be personable and
open to communication. I try to offer kudos when people deserve it. I try to give at least a
personable touch and I’m not just like Tuesday morning, “Hey, can you do this for me?” I
at least try to reach out and bridge the gap of the weekend…hoping you didn’t get stuck
in the rain, etc. Just try to make some sort of connection. I think connection building
takes more of a precedence sometimes, especially with telework than it would with in an
office space where it occurs more naturally. I guess that’s our job as leaders to figure out
how we cross that divide, not how our employees cross that divide.
RQ3c. How did your methods for overcoming challenges support career advancement for
teleworkers?
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I think anytime you have a good relationship with your employees, they’ll trust you a
little more. When they trust you, they’re more comfortable coming to you with their
needs as far as how to advance their career or to advance their job knowledge. They feel
comfortable asking you questions about how you achieve things. I recently had
somebody that we interviewed and, unfortunately, she didn’t get the position but she felt
comfortable coming to me and asking how she could improve. She asked for advice on
whether she should go outside of the organization or stay within. They have to be able to
come to you with real issues. You’re going to be more successful with some than others.
Some people are just uncomfortable talking to people who are not family or friends, but
you do your best. Some respond real well and some are a little more closed off. That’s the
way you help them out. Anything is relationship building in this business, for the most
part, whether you’re trying to hire somebody or do business with somebody else. A lot of
it just comes down to relationship building.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“No.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – C3
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
Flexibility and open communication. You can’t manage everybody the same and you
can’t know how to manage someone to achieve the goals they want if you don’t talk to
them. It’s the supervisor’s job to build that trust and communication. Sometimes we put
that responsibility unduly on the subordinate, which is wrong.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
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Positive – I give them meaningful work that will help advance their knowledge and
career. I give public praise and monetary rewards when it’s available.
Negative - This comes with some difficult but private discussions. It all depends on the
severity of the negative output. We may have to have more training, or it may boil down
to dismissing them from the position. There’s a wide range of consequences that could
occur but I try to be proactive so that we don’t have many of these issues.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
Being absent, distant, overly critical, and micromanaging. None of those things promote a
healthy working relationship, which you really need in the telework environment for
positive output. Micromanagement shows a lack of trust and if there’s no trust then they
shouldn’t be teleworking.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
I think everything we do is dual purposed. It is for the benefit of the organization and
simultaneously beneficial for the employees. It really is a transactional relationship if you
think about it. We take care of the organization, and the organization takes care of us. In
that sense, it is my job to ensure my employees are provided opportunities to achieve
their career goals. Again, transactionally… if they perform well then opportunities arise.
If they do not, then they will see doors close. Public praise of course brings light to their
name. When the big bosses hear their names repeatedly for good things, they’ll know
they can be trusted with more responsibility, and they will remember those names.
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RQ1e. Before moving on to the next section, would you like to add any additional
comments?
“Nope. I’m good.”
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
I don’t have to adjust my entire approach. I think I would supervise using the same
flexible, available, and transactional ideology whether in or out of the office. Some things
that are different are the ways we communicate, how frequently, and how we monitor
work behaviors. Obviously, if they are in the office I can see if they’re sleeping or
watching their phone instead of working. Remote workers can’t be seen so their
performance output holds much more weight in terms of annual appraisal ratings. I think
that’s a good thing to be perfectly honest because I believe that’s what work is about. I
think we get too caught up in the workplace drama sometimes and that muddies our
perception of somebody regardless of their performance. They could have excellent
output but our opinion of them based on appearances and other things can have an affect
on their rating unintentionally…or maybe even intentionally.
Follow up question: How effective were the adjustments made to accommodate the virtual work
environment?
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“They are effective I guess because they’re necessary. You can’t achieve the organization’s goals
or the teleworker’s career advancement goals if you aren’t flexible, intentional, and transactional.
Those are kind of cornerstone pieces.”
RQ2b. How did teleworking employees respond to your leadership approach?
“Good. It works well for everyone.”
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
They contribute as much as possible. What I mean is, I will have conversations with them
to determine what they want to achieve and we’ll develop a plan together. I’m flexible
with my approach so I try to meet them where they are. In that way, my employees kind
of dictate how I’m going to lead just by the nature of being themselves. Some things are
hard set, like, I’m not going to change my ideology or standards, but my directiveness or
supportiveness is pretty fluid just depending on what they need.
RQ2d. Overall, how did this approach to leading teleworkers support career
advancement?
“This creates a comfortable and trusting workplace that I think employees value. In turn, they
produce well. When their needs are met, they meet the organization’s needs. Like I said, it’s give
and take.”
RQ2e. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
“No.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.

277
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
The biggest challenge is getting to know the employee on a level that allows me to jump
in and be the type of supervisor they need. We’ll eventually get there but so much is lost
when you don’t interact in person every day. You can try to make up for those things, and
with some intentionality you can eventually do that, but it might take a bit longer in the
telework environment.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
Purposeful and intentional relationship building in team meetings and one-on-one
conversations. I try to have everyone in the office together at some point whether its for a
weekly meeting or a luncheon. It’s important to me that people do get to see each other
even if it is minimal. That’s not always possible though and in those cases, we have to
make the best use of technology to stay connected and build relationships.
RQ3c. How did your methods for overcoming challenges support career advancement for
teleworkers?
“It helped in the way of trust and rapport. Networking still suffers, I think. But in some ways,
people are more inclined to work harder and stick around if they have community.”
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“No.”
Closing Statements:
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This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.
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Interview Transcript – C4
Opening Statements:
Hello and thank you for agreeing to participate in my study. I know your time is valuable,
and I appreciate your willingness to use it here. I am exploring three research questions
relating to leadership behaviors that support career advancement for teleworkers. I will be
asking you a few questions relating to each of those questions. Before we begin, I would
like to define what I mean when I say, “leadership behaviors” and “career advancement.”
Leadership Behaviors: Strategies and characteristics that makes one effective as a leader
Career Advancement: The process by which professionals across industries use their skill sets
and determination to achieve new career goals and more challenging job opportunities.
•

The first set of questions pertain to leadership behaviors and strategies that were

implemented to support career advancement in the telework environment.
RQ1. What leadership strategies and behaviors were implemented that perceivably
supported the career development of teleworkers and in what ways were they successful?
RQ1a. During your time leading teleworkers, what leadership strategies and behaviors
did you find were the most effective in supporting the teleworker’s career goals?
I don’t know all of the different leadership styles, but I’ll try to explain it. We just try to
make sure that the teleworker or the office worker have some type of metric that I can use
to measure them off of. That being said, for the teleworkers, since they’re not face-toface, I don’t get to see them in the office, it takes a whole lot more engagement to make
sure that we’re on the same page and that the whole team is on the same page. I reach out
probably more to the teleworker just to make sure they understand the assignment or find
out if they have any issues or hitting any roadblocks. I do that much more with
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teleworkers than I do with people in the office which I can see are working away, or
pounding away, and it looks like everything is on track and they’re good to go. So just
from that style alone I meet a little bit more engaged with the teleworker although they
are very much in an autonomous position just to make sure that they don’t have any
questions or need any assistance with any of the assignments that they’re doing.
RQ1b. Within the construct of your leadership approach, how would do you respond to
both positive and subpar performance by teleworkers?
Well…the positive side is relatively easy. Normally, teleworking is an indication that the
worker performs well. You wouldn’t really put someone in a telework position who
hasn’t proven that they do good work without needing someone to be watching them.
Since the pandemic, things have sort of changed. Everybody is teleworking so you have a
mix of people that excel on their own and people that need more direction. It’s not often
that we have someone who is just bad, but we have several that need work…for lack of a
better term. The ones that perform well get bigger responsibilities. They are the ones I
look to when big projects come down the line. Big projects don’t necessarily mean they
are a lot more work, but just that it requires more skill. We have some projects that aren’t
huge in dollar amount, but their significance come with a short turnaround requirement
where a lot of people are watching to make sure it gets pushed out as quickly as possible.
Other projects have dollar amounts in the millions so of course everybody on top is
watching and scrutinizing. Our high performers take those projects because I trust that
they will do a good job. For them, that’s a win. The people on top start remembering who
they are because of the work they’ve done. That, of course, leads to favor when it comes
promotion time.
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Poor work is more challenging, I suppose. You know, it really depends on the person and
the situation. If a deadline is missed or work is not up to par because of a lack of
experience, well that’s easy. I can offer more help and training. Depending on what it is, I
can either do it [training] myself or assign someone to work with them. If it’s just out of
pure laziness or neglect for the job then things get a little hairy. Again, it depends on the
situation and in this case, the severity of the problem. It could mean losing their job if it’s
bad enough. Usually it doesn’t go that far and we can fix it by having a conversation.
That’s the biggest thing. You have to talk to them and teleworking sort of makes people
forget how important talking to each other actually is. You don’t see each other and
you’re not seen. That makes disappearing really easy… on both sides. It seems like
teleworkers might think they can get away with slacking off because they’re not seen and
communication doesn’t happen as frequently. There’s less accountability that way. The
same goes for leaders. We have to make sure that we don’t disappear because we’re busy.
We still have to remember that communicating with our workers is a part of our role and
that it makes a difference is not only performance, but in their attitudes and how much
they enjoy working for you.
RQ1c. During your time leading teleworkers, what leadership styles and behaviors did
you find were the least effective?
Hands off altogether and going off the assumptions that they’re going to work
autonomously and wait for the end result. I’ve come to learn that after talking to them
that they actually ran into a whole lot of hurdles. It wasn’t a pride thing for them, they
just wanted to be able to learn and do it themselves without being a bother, but it could
have been a whole lot easier had I just communicated earlier and more often, just to help

282
them get passed that. It would save them time on an assignment, and they could move
onto something else. It would allow me to understand the different hurdles and trends that
they may be having issues with that I could train better in the future.
The ineffective was due to a lack of experience in the telework community from my part.
It’s also new territory for us and how we’re doing operations now. I definitely think it’s
the lack of experience and learning the best ways to do something. We were still in a lot
of that learning phase and a lot of ineffective methods were being used.
RQ1d. In your opinion, how did the leadership strategies and behaviors you implemented
support career advancement for the teleworker?
We have a few new employees and for them this strategy was highly effective. A lot
times they would hit roadblocks and spin their wheels trying to figure out a way or search
something to kind of figure out how it was done in the past. So just being able to get in
touch with them and engage with them and figure out what the issue is actually expedited
their time and problem solving on what the issue they were dealing with. For the more
veteran folks, I would say it’s effective. Maybe not as effective as the new ones. Most of
them know what they’re doing already as they’ve been doing this for a few years now
and so engaging with them is honestly more of an update. I don’t know if it adds progress
to their efficiency since they’re pretty efficient as it is. But, it gives me a better
understanding of where they are; how soon the assignment might be done…and so I use
it more for communication and updates more them helping them progress through any
issues they might be having.
I think it makes them more efficient at their job. If you open up telework to everyone, not
just senior veterans, a lot of the newcomers just don’t know what they don’t know. If you
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don’t have that communication, that engagement with them, they always get stuck not
knowing what they just don’t know, making mistakes and stuff that could create a bad
image if you allow that to go on. I think being engaged early and training on the spot
from different problems that they run into allows them to be a better employee altogether.
That makes their work better as they go because they are learning and they know the
different steps on how to do certain assignments that we give them. It makes their end
result a lot better than it would be if I just left them on their own.
RQ1e. Before moving on to the next section, would you like to add any additional
comments?
I like the idea of how we’re going in the industry with teleworking and being able to get
the job done remotely at a very efficient pace. I think as time goes on, we’re going to
become more efficient at honing some of our policies because right now it’s geared a lot
toward traditional work. Once we get the balance just right, it’s going to allow us to
operate more smoothly.
•

The second set of questions pertain to the differences between leading teleworkers versus

onsite workers through career advancement.
RQ2. What differences in the leadership style, if any, were present in supporting career
advancement in the telework environment versus that in a traditional office setting?
RQ2a. To what degree do you adjust your leadership approach with teleworkers as
opposed to onsite employees?
I would like to have more capabilities to see each other although we may be a distance
away. Telephone calls work; we’ve been doing it for decades now so it still works but I
think what I would like to do is to be able to see face-to-face so that way we can actually
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pull up a document inside a virtual platform and actually look at the document. We can
look at what we’re doing and verify things versus talking on the phone then sending
Microsoft comments back and forth. I would like to be able to pull it up and look through
it together that way we both understand and are on the same page (i.e., MS Teams).
With teleworkers, I don’t have that ability to get out of my seat and run over to their
cubicle and talk about a problem or hand them a hot issue as I do with the traditional
office worker. I can go and I can explain it and know that they understand. I can let the
run with it to help put out different fires that may arise. I think that’s one of the downfalls
that we have to find a way to do better with the remote community. It’s very easy to trust
someone I can go talk to because I’ll know they understand and they’re on it versus
sending an email and having a phone call with someone and trying to explain it over
a…not in a face-to-face atmosphere. I think some of that has to do with personal
preferences sticking with what we’ve always kind of been used to in the business world. I
definitely think we need to find a way to balance that trust across both arenas. It’s just my
nature to trust someone that I can walk over to and explain it, knowing they got it.
Follow up question: How effective were the adjustments made to accommodate the virtual work
environment?
We moved to MS Teams and that allowed us to be very effective. It allowed us to see
each other and share documents that needed to be corrected. It was effective for training
because we were able to see the training in real time versus just an audio version. The
technology that was brought on has bolstered the effectiveness of our teleworkers in
general.
RQ2b. How did teleworking employees respond to your leadership approach?
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So far, so good. They like the intentional engagement with them on the tasks that they
have at hand. They’ve gotten comfortable being able to explain their issues and things
that they don’t understand versus just trying to figure it out on their own. I think it’s built
some cohesiveness between us in general just being able to say, “hey, I can rely on them
and they can call me up anytime they might run into an issue or something they don’t
understand.”
Concerning negative responses to my approach, I have a couple older people on the team
who have been doing this for 30+ years and technology is not their strongpoint at all.
Working from home is not a strongpoint, but after we all got forced into it with COVID,
we all had to adapt. I learned that for them it was a change of habit. Adjusting is very
hard so my approach with them was to help them just to be able to adapt. They still have
issues every now and then with technology but for the most part, their work and
efficiency has been on par with their output in the office.
RQ2c. In what ways do teleworking employees contribute or participate in the
development of your leadership approach when it pertains to their career growth strategy?
RQ2c. Overall, how did this approach to leading teleworkers support career
advancement?
In our office, career advancement is about meeting and exceeding mission goals. Being
engaged and intentional communication with the teleworker put them in a position where
they could keep up with anyone in the office as far as meeting milestones, staying on top
of their metric, and achieving the business mission.
RQ2d. Before moving on to the next section, if you could add anything else to the
discussion at this point, what would it be?
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“No. I think I’m good.”
•

The final set of questions pertain to the challenges leaders face and overcome while

supporting the teleworker’s needs for career advancement.
RQ3. What challenges do leaders encounter and overcome with career advancement
strategies for teleworkers?
RQ3a. What were some of the challenges you encountered while developing and
implementing career advancement strategies for teleworkers?
I don’t think our policies were quite in place to support telework on a long-term basis.
That’s related to work hours; how they get things done; how quickly they need to respond
to emails. There was a lot of ambiguity where it concerned the role of the teleworker. It
was a challenge to make sure that metrics were in place and they understood what they
needed to do to meet them while working remotely.
RQ3b. How did you overcome these challenges and what was the outcome of your
effort?
Getting input from the teleworking employee and how the work environment looked
from their standpoint helped. Taking on the role myself, doing some teleworking gave me
a lot of good insight as to ways that we could do things better to make sure that there’s no
lack on their part due to a policy not being in place or something not being specifically
communicated to them on how they can stay effective as they look to progress their
careers.
RQ3c. How did your methods for overcoming challenges supporting career advancement
for teleworkers?
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When it comes to appraisals, you don’t see much of a difference between those in office
and those working remotely. Those who are effective in the office, we have the tools in
place for them to be equally as effective in the remote field. They didn’t miss any marks,
bouses, or pay raises when it came to end of year appraisals due to working from home.
RQ3d. Before I conclude the interview, is there anything else you would like to add?
“No.”
Closing Statements:
This is valuable information that will greatly benefit my study. I really appreciate your
participation in this interview. I will send you the transcription of this interview for
review. When you receive it, please ensure that your statements are accurately transcribed
to portray your intent and experiences. Additionally, please make note of any additional
information you would like to include upon reviewing your statements. I will follow-up
with you over the phone to discuss your review of the transcription. Again, thank you so
much for your time and valuable input.

